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q . "Most "motivation" research explores what wmotivates
Y
Y
:: people, e.g., how incentive and 3job enrichment affect
A’ -
employee motivation to work. This monograch assesses
; instead the correlation between a leader 's ant
¢
’l.
m subordinate '= positive or negative attitude toward their
¥,
)
rote as leader and manager. It evaluates certain variables
"
‘3 that affect the leader/follower relationship and the
"4
. productivity of the organization.
¢
This research tested the following hvpotheses 11n
t
)
i
f £ 1s5ting Alr Force organizations: (a) a leader ‘s level of
b
: motivation correlates directly with the immedi ate
4
subordinate supervisors’ level of motivations (b) this
y correlation and organizational productivity are agreater
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g among more competent, confident, and supportive leaders:
.
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A
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CHAPTER 1

INTRODUCTION

The relationship between organizational leadership,

motivation, and organizational effectiveness 1is a complex
and i1nterdisciplinary question founded 1in a variety of
theories. There are various schools of thought that have
given rice to today’ 's understanding ot these concepts. Many
are extrapolations of well-documented psychological theories
of behavior.

Most of the research has been devoted to the various
motivating processes generated by leaders and managers,
resulting in theories of what motivates people. Generally,

recsearchers point to the traditional concepts aof incentive,

job enrichment, needs and desires, etc. Such theories
provide important suggestions for methods to inspire
1ncreased productivity and satisfaction in workers.

But little research has delved into the degree to
which the leader is motivated to ensure the organization
performs the task as well as possible. Noticeably missing
from the literature is the effect of the leader 's level of
motivation on the subordinate and organizational
effectiveness. Do individuals respond differentially to the

motivation of the leader? What factors affect performance™
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For example, given a charismatic, enthusiastic,
sel f-motivated, highly—-charged leader, will that level of
motivation impact positively the level of motivation of
subordinate supervisors? Are there certain subordinates
that such motivation affects negatively? What is the result
of a negatively motivated leader, one who 1s pessimistic,
cynical, or 1less 1inclined to express open enthusiasm for
his or her work?

The assumption is made (and validated in the
literature) that motivation is essential to the productivity
of individuals. But does the motivation of one individual
influence the motivation of another? 1Is it contagious?

In preparing a list of ru{es for leaders to help
them improve unit performance, John Blades points ocut that
the influence of the leader ’'s level of motivation should be
both direct and indirect because frequently the level has an
impact on other factors which themselves cause performance
to increase or decrease. His untested premise is that a
highly motivated leader is mare effective because the mere
presence of his or her motivation enforces high standards,
enhances the members’ motivation, and improves cohesiaon.!

This study will determine the relationship between
the motivation of the leader, the motivation of the
1mmed1ate subordinate and the resul tant impact on
croductivity., It 15 proposed that the degree and intensity
1+ leader motivation will affect in some way the degree and

:ntensi1t, of subordinate motivation and performance.
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This is not an attempt to look at what motivates the
leader or subordinate, but rather how the level of leader
motivation correlates with member motivation.

The questions at hand are: Are the effects of the

leader ‘s motivation infectious? What 1is the connection

between a leader’'s sense of self-worth and how is it
perceived by the subordinates? How does leadership style
correlate with subordinate motivation and productivity?
What characteristics affect subordinate motivation? What
variables best predict level of performance?

A major contributing theory offering evidence in
support of thics research is that of imitative, or modeling,
behavior. In this theory, an individual 1is said to
"imitate" a wmodel when the individual observes certain
btehaviors 1n the wmodel and subsequently adiusts their
behavior 1n a similar fashion to that of the =aodel.

Research indicates that in organizations, such a
"sogcialization" process results in a very specific set of
betaviors and beliefs.? Early research proposed that
necessary to this process is the juncture of a ‘“reinforcing
stimulus after and contingent wupon the occurrence of a

certain response.’?
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Such reinforcements could be rewards, or positively

reinforcing stimuli which increase the likelihood of further

similar behavior; or punishment, i.e., negatively
. reinforcing stimuli decreasing the probability of
: occurrence. The pioneer study of such behavior was

conducted by Miller and Dollard* who emphasized a direct
reinforcement process. Bandura® expanded this "social
learning" process and experimented in detail with both the
acquiring and performing of imitative behavior.

Underpinning his theory is a concept known as

o

"vicarious reinforcement," or the role of aobservation of a
9

.l et

reward given to a w»odel following a specific behavior
displayed by the w=model. Bandura argues that behavior is

partly a function of an individual ‘s expectation of that

behavior leading to reward. I+ an individual can attribute
certain characteristics and certain observed behaviors to
K. past rewards for the model, the individual‘'s expectation

that like behavior will lead to eventual reward will cause

! the observer to imitate the =model.¢ According to Bandura,

P, direct reinforcement, then, is not a requisite for modeling
behavior. '

Certain characteristics heavily influence this

modeling process. Several researchers have scientifically

investigated how the learning of social behaviors is

affected by characteristics of the =model who originally

. exhibited them.’ The research conducted in this study

posits that chief among these is the leadership style of the
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i leader; the type of organization within which the

subordinates interact with the leader; the self-perceived
: and subordinate-perceived self-confidence, self-esteem and
competence of the leader; and whether the subordinate

perceives having personal control over reinforcement.

Such theory offers significant implications +for
understanding the leader-follower relationship developed in

the organization, especially in complex and bureaucratic

organizations where leaders are frequently *assigned”
‘ because of certain technical expertise rather than
demonstrated leadership potential. It also aids in

determining organization success.

Specific hypotheses are as follows:

(1) A leader's level of motivation correlates

directly with the immediate subordinate supervisors’ level
; of motivation.

(2) The correlation between the leader and
immediate subordinate supervisors’ level of motivation as
f well as organizational productivity are greater when
' . leaders:

1. are self-confident

ii. perceive themselves as personally competent
1ii. have high self-esteem

iv. emphasize consideration more than initiating

structure leadership behaviors
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{3) The correlation between the leader and the
immediate subordinate supervisors’ level of motivation as
well as productivity are greater when subordinates:

i. perceive the leader as competent

ii. perceive the leader as self-confident

iii. perceive the leader as having high
sel f-esteem

iv. are motivated by intrinsic rather than
extrinsic rewards

(4) The correlation between the leader and the
immediate subordinate supervisors’ level of motivation as
well as organizational productivity are ;ignificantly more
positive in organizations that are more democratic than
autocratic.

(5) The productivity of an organization is
greater when the correlation between the leader and the

immediate supervisors’ level of motivation is higher.




Variables

The following is a brief overview of the variables

to be studied in this research.

Leader ‘s Personal Qualities (LPQ):

Sel f-Confidence, Self-Esteem, and Competence

Miller and Dollard discuss certain conditions that
facilitate the imitative process. One, the competence of
the model, defined in social learning terms as receiving
more rewards that punishments, indicates more imitative
behavior than would be found in incompetent models. The
modeling process is facilitated greater as the competence of
the model increases.

Self-confidence is simply a check on the
individual ‘s perception of their own level of competence.
Without such self-confidence, it has been observed that a
leader ‘s use of available skills and powers is directly
proportionate to the leader ‘s "lack of doubt" about personal
leadership abilities.

Finally, self—-esteem measures these attitudes toward
the self, determining the respect and definitiaons the
individual has for sel+f. It establishes a clear picture of

personal strengths and weaknesses, thoughts and ideas, value

systems, etc.
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' While these variables indicate self-appraisal of
) the leader, such personal characteristics in assessing
leader—-member relations cannot be reviewed simply in terms
of the leader ’'s overt or covert display of those traits. It
D must also ascertain how the follower interprets those same
iy characteristics. For example, if a leader perceives him or
¢ herself as confident, yet the follower perceives the leader
as lacking confidence, there is an important disconnect
. which will affect the follower ‘s likelihood of patterning.
E To only analyze the behavior of the leader is a
E partial approach at best. 1t sells the follower short-—-the
follower who, in the final analysis, is always the one who
. accepts or rejects leadership.® "At the very least, there
; is a two—way flow of effects between the leader and
follower. The leader ‘s behavior conditions the response of
p" the follower and the followe;'s behaviaor condition’'s the
- response of the leader."*
Therefore, these identical 1leader traits will be
by defined as interpreted by the leader ‘s immediate

subordinates.

"% Leadership Style (St)

r 2 d @V

Most recent leadership research concludes that

leadership, to a great extent, is situational, and that what

L

is effective in one situation may be ineffective in another.

In an attempt to describe leadership behavior which could be

----------------- .
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applied to many different situations, the concepts of
Yinitiating structure" and "consideration" were developed.

"Initiating structure" is the extent to which the
leader defines or facilitates organizational interactions
toward goal attainment. "Consideration"” is the extent to
which the leader shows concern for followers’ feelings,
i.e., a human relations approach.

It is proposed that subordinate’'s are more likely to
model a leader who emphasizes more consideration than
initiating structure behaviors because such behavior

influences greater affiliation and interpersonal attraction.

Organizational Characteristics (0OC)

Organizational characteristics are defined in terms

ot interpersonal relationships within the organization.

Autocratic organizations are characterized as mor e
threatening, greater down-line communication with
centralized decision—making and control, and little
subordinate influence on goals and methads. Demacratic

organizations are more trusting, individually supportive,
participative, and decentralized.'

In an organization that is more democratic than
autocratic, one might suspect that there 1s a greater
influence of i1ndividualism and emphasis on personal growth,

sel f-worth, etc., causing greater independent thinking and

an environment more caonducive to imitative behavior.




Control of Reinforcement (SLC)

Another variable in this research equation is the
subordinate’'s perceived ability to control the personal

environment.

The potential for any behavior to occur in a given
situation is a function of the person’'s expectancy that

the given behavior will secure the available .
reinforcement for that person. In a particular
situation, the individual, though desirous of an

available goal, may believe that there is no behavior in
his repertoire that will allow him to be effective in
securing the goal. Within this specific situation the
person may be described as anticipating no contingency
between any effort on his part and the end results in
the situation.t!!

In this variable, the degree to which a person
possesses or lacks power over what happens is labelled as
either external or internal control. External control
suggests a generalized expectancy that reinforcements are
extrinsic and beyond personal control. Internal control
results when consequent reinforcement is a result of one’'s
own actions.

Therefore, it 1is proposed that subordinates who
perceive responsibility for their own actions and influence

their rewards are more likely to imitate the leader.
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Motivation (MM)

Motivation is assessed as the willingness to accept
certain roles in the attainment of organizational goals.

Synthesized from an orientation originally suggested by

Miner, people who repeatedly associate positive rather than
negative emotion with various role prescriptions are more
likely to influence organizational effectiveness.

He asserts that in a typical bureaucratic hierarchy,
what i1s needed for leadership is an authority-accepting,
upward-oriented, competitive, assertive, power —wielding,
tough-minded person who will attend to detail.:'?

It is from this concept of role—-motivation that it
is proposed that leaders with positive motivation toward
their role will create contagious and similar positive

motivation in immediate subordinate supervisors.

Productivity (Prod)

Productivity 1s defined as organizational output.
In this study, it 1is determined as an interval ranking of
the performance of 35 U.S. Air Force Recruiting Service
squadrons. It is generally based on achievement of assigned

goals in 14 separate programs.
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Summary

Mathematically, then, the correlationships are:
WMg = WM, = ¢(0C, St, LPQ, SLC) = Prod  where:

Mg is the subordinate's level of motivation

KMy is the leader 's level of sotivation

0C or organizatianal characteristics, are defined as autocratic or desocratic

5t 15 leadership style (ratio of consideration to initiating structure behaviors)
LSA is the leader's selt-appraisal of self-contidence, seif-esteea, and comspetence

SAL is the subordinates’ perception of the leader 's self-confidence, self-esteea
and cospetence

LP@ is the leader s personal qualities as f{LSA, SAL)
5LL is the subordinate’s locus of contral, i.e., internal or external

Prod is productivity, or organizational output

Through various measurement instruments, this
research will use both accepted and proposed theory to
determine whether these constructs can be verified in
existing organizations and examine the relationships among

the constructs.
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CHAPTER II

BN

Ao > BASIC DEFINITIONS AND ORIENTATIONS

=

%

Frior to a review of the literature i1nfluencing and

.‘»‘

iﬁ . cerroborating tnis research, some basic terms and the
Y

)

ﬁu orientation of these terms to this research must be
Rl

» e<plained. Atter defining, comparing and contrasting
.. p

fg ieadershi1p and management, terms unique to attitude theory
1P )

‘% and motivation will be reviewed to set a foundation for the
:‘ remalning discussion.

.h".

k3

rJ\ . L4
55 Leadership

A
N -

}f Leaders evolve 1in various ways and in various
L4

hY

>

:: settings. Leadership can be permanent, transitory, shared,
;) absolute, formal, informal, etc. It can be interpersonal, in
)
Jﬂ a small group, or in a large and complex organization.
"

~

’ad Regardless, the leader cannot be studied meaningfully apart
“' trum the leader’'s environment because leadership 1s
-~ relational. £ leader cannot lead alone.

\‘

{ In fact, a leader is praobably more dependent upon
) the subordinate than the subordinate on the leader.

The higher one is the more people he or she needs to
hold them up. Leader 's successes are based on the
per formance of those they lead. When the followers are
motivated to work together to achieve the membership’'s
guals, the leaders become successful.!

.
>
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Another important premise must be the context in
which the term leader is defined. For example, a leader can
emerge and develop because of charisma, personality, and
motivation, or by the desires of the group. I+ defined

organizationally, the leader can be appointed and does not

necessarily have to earn the right of leadership.

Alex Bavelas distinguishes between "leadership as a i
personal quality” and the idea of “leadership as an
organizational quality," where the first concept explrres

individual abilities and the second inteqgrates

organizational power and authority.:?

Charles Holloman also makes a distinction. Even
more than a position or personal quality, leadership is a
characteristic of the functioning of a group or organization
resulting from the interaction of leader, group and
=ituation. Organizational leaders have two-directional
responsibility: to a higher authority and to the group. It
is from the higher authority that the leader is _formally
vested. On the other hand, a wmatural leader influences
followers to willingly cooperate toward the achievement of
group goals. It is a voluntary acceptance of the leader by
the group, usually because of some skill or knowledge that
the natural leader possesses that is helpful to the group.?

For the purposes of this study, the term leadership

1 connotes primarily the organizational definition. However ,
. the personal quality offers a supporting role and will be so
<, addressed, allowing consideration in all leadership
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environments, i.e., interpersonal, small group, or
organizational. Additionally, while this research 1s
directed more at the formal, appointed leader, it also
allows for the informal, personal form. Suggestions for
further consideration outside the organizational setting
will be discussed in the final chapter.

With these distinctions of dependency and context,
various definitions of leadership can now be reviewed.
Gouldner said that a leader 1is an "individual whose
behavior stimulates patterning of the behavior 1in some
group. By emitting certain stimuli, he facilitates group
action toward a goal."* Thus, a group leader 1is not
necessarily the individual who first develops an idea or
makes a suggestion. It is rather that individual who 1is
able, by his support of the objective, to legitimate 1it.
The leader transforms the objective into something group
members feel compelled to attain.

A second perspective is "interpersonal influence
exercised through the process of communication toward the
attainment of a specified goal.”® The type of leader or
leadership required depends upon the situation. Two
specific leadership functions are necessary for goal
achievement. Task functions must be executed in selecting
and carrying out the defined goal. Maintenance functions

are required to strengthen and maintain group viabaility.

A third concept calls leadership "the observed
effort of one member to change other members’ behavior by
15
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pe

P

z. altering the motivations of the other members or by changing

Ul their habits."e¢ Motivation alters the expectations of

:Si reward or punishment. If the leadership 1s successful,

QE what 1s observed is a change in the subordinate.

‘:X George Beal comments that a leader is "an individual
:x in any social situation in which his ideas and actions

ii; influence the thoughts and behavior of others."’ There is
N

~ no limit to the number of leaders that can function within a
o group or organization. In fact, the more the better,
N

'
P
-

because the very act of leadership develops initiative,

creativity, and mature responsibility.

4,

f‘§ One leader may have the most substantive influence,
EE? 1.e., the most ideas adopted as to how to sol ve
é?‘ environmental problems, or the task leader. Another may
'ﬁ 1influence coordinating the activities of the members into a

cooperating whole and is the procedural leader. Another
having the most influence helping members handle emotions

15 maintaining group cohesion—-the socioemotional leader.

.\::) LE'

5

:: Thus, leadership 1is situational and shifts from
LS person to person depending upon the task at hand. Every
;E: member i1s a leader whenever they contribute a needed idea at
;Ei a particular time. Leadership 1is passed as individuals -
:at offer something needed in the process of achieving goals.

{3 Finally, Zaleznik and Moment see leadership as an
Eé "interaction in which the conscious intentions of one person
=1 are communicated in his behavior, verbal or otherwise, with
;j the consequence that the other person wants to and does
"-F
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behave in accordance with the first person’'s intentions."®
Leadership 1is a total role performance involving the
person’'s behavior and internal conditions and the internal
and behaviaral responses of the others.

Generally, then, leadership is an interpersonal
interaction by one or more individuals to influence the
behavior or thoughts of others. This influence is directed
and facilitated to accomplish a specific abjective.

For nearly every published theory of leadership,
there is a distinct definition and discussion of leadership
as a construct. There is also frequent discussion in the
literature about the difference between leadership and
management. To some researchers, management and leadership
are significantly different, while to others it is only a
matter of degree, if at all.

Hersey and Blanchard differentiate the two by saying
marnagement is working with and through individuals and
groups to accomplish organizational goals. Leadership 1is

simply a broader concept of management.

Management is thought of as a special kind of
leadership in which the accomplishment of organizational
goals is paramount. The key difference between the two
concepts, therefore, 1lies 1n the word orgarization.
While leadership also involves working with and through
people to accomplish goals, these goals are not
necessarily organizational goals.?'

17

BB T Y N e A A A8 O S T




‘ s g Vool ol Lig A e mAb g B siak el 8 8 s Ao Aok 4 il A A At i Bbs 4o Boge Ale Alatihe e g haaiiiaac i il

N

>

Eé They define three areas of skill necessary for
,\( carrying out the process of sanagement: technical, human
K and conceptual. But regardless of the amount of technical
:R and conceptual expertise needed at the various levels of
h: management, "the common denominator that appears to be
?' crucial at all levels is human skills,"'®* which is the crux
2: of the "leadership rather than management”" debate. Other
&' theorists offer a similar orientation. '
}j Abraham Zaleznik says that whether a manager is
é; directing energies toward goals, resources, oOrganization
:: structures, or people, the manager 1is ultimately a problens
};: solver . Leadership, on the other hand, 1is a practical
{E; effort to direct individual and group activity. Therefore,
L? leaders and managers differ in motivation and in how they
k{ think and act. Manager 's tend to adopt impersonal and
:2 passive attitudes toward goals out of necessity rather than
z; personal desire. Conversely, leaders are active not
3‘ reactive, shaping instead of responding to ideas. Leaders
;: adopt a personal and active attitude toward goals.!

i;. Leaders and managers also differ in their concepts
éf of work. Managers see work as an “enabling process
4

involving some combination of people and ideas interacting -

to establish strategies and make decisions.”!? Through a

variety of skills, managers use a number of tactics such as

.
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negotiation, coercion, and reward. They act to 1limit work
choices. Leaders seek out new approaches and new options.
A leader projects ideas to energize people and then develops
choices that give the projected goals meaning.

He says managers work with people, but maintain a
low level of emotional involvement. In contrast, leaders
attract strong feelings of identity.

Mintzberg defines "ten working roles" of managers,
only one of which is leader. However, he freely admits this
may be the crucial role, for it is this role that defines
the manager ‘s interpersonal relationships.

He must bring together their needs and those of the
organization to create a milieu in which they will work

effectively. The manager motivates his subordinates
{and) probes into their activities to keep them
alert....The societal shift toward greater

organizational democracy will cause managers to spend
more time in the leader role.t’

And +inally, according to Schriesheim, Tolliver and
Behling,'* maragement includes those processes which prompt
other people to perform specific functions for
organizational goal achievement. Leadership focuses on the
interpersonal interactions with the purpose of increasing
organizational effectiveness. Leadership, then, is a social
influence process in which the leader seeks voluntary
participation of followers to attain organizational goals.

There is not always an interchangeable distinction
betweern management and leadership. For the purpose of this

study, where a distinction is necessary, it will be as

19




suggested by Field Marshall Sir William Slim. "Managers are

necessarys; leaders are essential....lLeadership 1s of the
spirit, compounded of personality....Management 1s of the
mind, more a matter of accurate calculation, statistics,
methods, time tables, and routine.™?'s

As interpreted by Richard Lester, "leadership is an
affective concept: management is a cognitive notion."!'

Leadership is interpersonaly management is organizational.

Leadership is social influence; management is
organizational influence. Leadership is an open processs
management is closed. Leadership 1is goal achieving:
management 1is goal setting. Leadership is animate;

management is inanimate.

However, such differentiation is not always evident,
or necessary. Most likely, an individual ‘s role as a leader
and role as a manager will vascillate back and forth
depending upon the situation. In this research, 1n 1it’'s
simplest distinction, when intrapersonal attitudes and
interpersonal consideration of the attitudes of others are
activated, a manager then becomes a leader. When required
to perform certain administrative-type tasks, the leader is
performing a managerial role.

Before closing this section on leadership, one
1mportant assumption must be made. A contributing theory to
leadership study (and discussed in detail later) 1is the

trait approach. Based upon the idea that leaders surface

because o0f certain attributes or characteristics, it




provides several values. Most importantly, it forces into
sharp focus the fact that personality is an ever-—-present and
significant influence on how, and with what success, the
individual functions as a leader.'’

Trait theorists might suggest that the leader s
inner personality causes behavior which, 1in turn, affects
others, eliciting from them either cooperative or resistant
reactions. Unfortunately, attempts to develop a precise
tormula for a causal relationship between the leader s
perscnality and the behavior of others has met with little
scientific proof.

it will be seen, however, after reviewing the
literature, there is indeed an influential relationship
between a leader’'s personality and success. What the
various theories seem to offer is that within certain limits
imposed by the inner personality of the individual, each
person has the capability of cultivating attitudes resulting
in behavior which optimizes effects on people.

Since it has been previously stated that leadership
is relational and for the purposes of this research
primarily organizational, it is important to understand the
concept of supportive leader behavior.

In its simplest terms, leadership is a process of
influencing human behavior. In an organizational context,

other concepts mediate the leadership process.
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Chester Barnard suggested that organizations exist
only by human cooperation through which individual
) capabilities can be combined to achieve goals. Important to
his premise is the need for an informal structure within the
A formal organization, where through informal associations,
cooperative purpose and facilitative interaction arise.
af Basic to his discription of organizations, Barnard
recognized that individual contributions to the organization

must be invoked (or motivated) through either incentive or

g

i)
;:{ persuasior. Through Incentive, individuals are induced to
AN,

%l
s participate through material rewards, prestige, benefits,
;$ etc. When the organization itself cannot provide the
"=

o

o2 necessary incentives, coercion, propaganda, and motivational
B \.

<

Y appeals are used to persuade.‘* The distribution of these
s. incentives and/or persuasions is facilitated by
o

interpersonal relations.

4
:3 The establishment of these relationships, peer to
: peer or superior to subordinate, can have great impact on
P
%]
,:: the productivity of that organization. Negative
”,

»
K% relationships can result in conflict while positive
Ay relationships can result in organizational growth.
W™,

";.

:Q "ldeally, the climate and environment of the organization

<

° should be such as to enhance relationships which mutually
'?? benefit individuals and the organization.""

J".

‘%i Organizations are generally more productive if the
f@ interpersonal climate is supportive (positive) rather than
’A defensive (negative). Likert says successful leaders:
D
5
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...(are) supportive, friendly, and helpful rathor
than hostile. He 1s kind but firm, never threatening,
genuinely i1nterested 1n the well-being of subordinates
and endeavors to treat peagple in a sensitive,
considerate way....He shows confidence in the integrity,
ability, and motivations of subordinates rather than
suspicion and distrust....His confidence in subordinates
leads b1m to have high expectations as to their level of
per fcrmance. ¢

Guch supportive climates are characterized by:

1. description (nonjudgmental, asking guestions for
information, presenting feelings, events, perceptions
or processes without calling for or implying change on
the receiver):

2. problem orientation {(defining mutual problems and
seeking solutions without inhibiting the receiver s

goals, decisions and progress);

3. sporntaneity (free of deception, unhidden motives,
honest and straight-forward):

/4. equality (mutual trust and respect, participative
planning without influence of power, status, appearance,
etc.);

S. empathy (respecting the worth of the listener,
1identifying, sharing and accepting his problems,

teelings and values);

6. previsionalise (willingness to experiment with
one’'s own behavior, attitudes and ideas).?

Redding and Likert suggested that such supportive
ernvironments are the very essence of organizational
effectiveness. "The 'climate’ of the organization is more
crucial than are communication skills or techniques (taken
by themselves) 1n creating an effective organization."?

And, "the leadership and other processes of the
organitzation must be such as to ensure a maximum probabilaity

that 1n all interactions, and all relationships with the

organization, each member will, 1in the light of tis




gp vackground, values and expectations, view the experience as
é: supportive and one which builds and maintains his sense of
i% personal worth and importance."?s

:§ In Chapter 111, a more detailed understanding of
a“ organizational characteristics will be provided. Suffice it
ﬁz to say for now that clearly, recent research indicates the
;4 level of cooperative support instilled by the leader may be
L a lynchpin in determining organizational effectiveness.
f:j Organizations are more likely to have greater effectiveness
'g 1f there 1s a leadership environment that encourages and
‘ nurtures interpersocnal relationships and individual growth.
ﬁf It 1s from this suggestion that leadership style (St) and
-

jf organizational characteristics (aC) become critical
<.

;'; variables in the modeling process.

;A;

N

2 Attitude

o

J

o The central focus of this study, then, must be the
E% effect ot the leader’'s attitude toward a more supportive
;? environment 1n determining motivational orientation and .
fx leadership success. It haé been established that attitude
ﬁg determines haw and why people accept communication,
2% versuasion, i1nterpersonal influence, and the many factors
- that define a leader/follower relationship.
:EE Mo discussion of attitude can be complete without
'ﬂ; initial consideration of the classic study of attitudes by
:?- Gordon Allport. After a review of various definitions, his
£
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research concludes that there is some
commonality——preparation or readiness Tor response.?

Attitude is not behavior but rather a precondition

for behavior. It is "a mental and neural state of
readiness, organized through experience, exerting a
directive or dynamic influence upon the individual 's

response to situations with which it is related."?

The singularly distinctive feature of attitudes is
propensity for neqative or positive direction. Allport
quotes Bogardus’' definition as a tendency to act toward or
against some environmental factor which becomes thereby a
positive or negative value. There are varying degrees and
intensity of positiveness and negativeness. How strong 1is
the level of conviction? Through accumulated experience,
for example, there is the possibility of both attitude
strengthening or attitude change.

A distinction between attitudes, beljiefs, and values
was made by Rokeach. Beliefs are the inferences made about
the world organized by importance. Beliets are not of equal
importance to the individual. Those more central in the
heirarchy of beliefs, i.e., those more claosely held, are
more resistant to change. They also have a greater impact
on the tctal belief system.

Values are kinds of beliefs that guide a person 1n

terms of "how one ought or cught not to behave, or about

some end state of existence worth or not worth attaining. "
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Attitudes, then, are part of the overall belief
system. They are a cluster of beliefs organized around an
object, person or situation which give paositive or negative
acceptance of the object. They are not simply random,
unpatterned notions, but, in fact, interrelated and
interactive concepts. .
Attitudes differ +rom beliefs in that they are

evaluative. Beliefs are probability statements of existence;

attitudes are statements of evaluation. Attitudes are

correlated with beliefs and predispose a person to behave a

certain way toward the attitude object. Attitudes are

organized in a range from general to specific, with specific

attitudes the summation of more general attitudes.?

DN NN NI 2 7
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In this research,

attitudes toward the organization,

It is

means by

the

this

individuals, relationships, and sel¥ interreact to define
the motivating influence of motivation itsel+.
important to understand that attitudes are the
which people and things are evaluated. It is
measurement of these evaluations that have developed
research.
Motivation
Finally, while attitudes toward those elements

create motivation is the central focus,

15 the essence of this research.
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motivation

that

theory

It not only helps define
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leadership patterns, but also encompasses ways of thinking,
. acting, feeling, and communicating.
it is assumed to be the leader’'s responsibility to

get an i1ndividual to perform effectively. The individual

o'l o i

must have the ability to perform the task. But, just as

-~

important, they must also have persistent energy directed
& toward the leader’'s intended objective, or motivation.
Motivation is a cambination of several
psychological, physiological, and sociological factors. It
3 is generally expressed in some behavior, which is
i goal -oriented. That is, behavior is frequently determined
by a conscious or unconscious desire to achieve some goal.
Feople diftfer not only in their ability to do but
also in their ‘'will to do’, or wmotivation. The
motivation of a person depends on the strength of his
motives. Motives are sometimes defined as needs, wants,
) drives, ar impulses within the individual. Motives are

directed toward goals, which may be conscious or
subconscious.?®

William B. Miller categorized various motivation

Y e )

theories, the mast relevant of which will be explained 1in

-~

the next chapter. The first is the wmoralists. “"Their
theories are based on an optimistic view aof Man. People have

an inherent desire to achieve, or that people will achieve

R N a4

1f they are treated fairly and consulted about therr

work."?
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The second group is the behaviorists. “They hold

that behavior is completely determined by external stimuli,

5%

tg and that goals are established to achieve pleasure and avoid
2 pain. Individual choice is a meaningless concept."3*®
: The final group of motivation theorists is the
5 pluralists. They believe that people differ from one
another in fundamental ways. However, "people can be i

grouped into a relatively small number of classes, and then
treated according to the characteristics of the classes in
order to produce effective job performance.™3®

Miller then applied each of the various examples to
case studies to compare the results. Not all the techniques
resulted in positive effects and no validated scientific
conclusions were drawn. It was postulated that there is no
one general theory aof maotivation.

However, the concept of goal achievement appears

paramount to motivation. A goal is an end result. The

cbjective of the leader or manager is to match individual i
gouals with organizational goals. An individual, then, must
be "motivated" to achieve those goals. How to translate
this motivation into productive subordinate activity toward .
the achievement of the goal is the task of the leader.
Organizational behavior (0OB) is a rising academic as
well business management study. At the very foundation of
OB study 1s the concern for employee motivation to work,

i.e., how do managers, supervisors, and leaders get

28




employees to work as they would like them to. Theorists
such as Argyris, Herzberg, McGregor and Likert, all of whom
will be discussed in detail later, postulated that in most
cases, "management frustrates rather than facilitates the
display of employee energy toward the accomplishment of
organizational goals"32 because such factors as personal
growth and satisfaction are secondary to the
organization.

Until recently, the majority of motivation studies

invel ved one of three general sets of theory:
reinforceaent, which suggests extrinsic rewards and
punishment to change behavior; need, which contends that

motivation comes from an inner drive to satisfy certain
values; and expectancy, where individuals seek to maximize
valued outcomes based on the reward systems of the
organization and the capabilities of the individual.

Recently, researchers have linked more closely these
various approaches, recognizing, for example, that previous
reintorcement can, in fact, affect perceptions about future
events.

These theories, however, choose to view motivation
without regard to the cognitive processes within the
individual. Rather, they view motivation as a relationship
between behavior and the environment only.

Soci1al learning theory, on the other had, provides a

coupling between the various cognitive and behavioral

processes which appear to 1nfluence motivation. Al though
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several theories of motivation influence this research, it

is from the cognitive-based social 1learning theory of

behavior modification that this research is developed.

In this chapter, terms relevant to the discussion

have been defined. In addition, certain constructs such as
leadership, attitude and motivation have been discussed to
provide an orientation for the formulation of the theory
suggested by this research. The next chapter will review
the literature which leads to the conclusions drawn in this

study.




CHAPTER I11

REVIEW OF THE LITERATURE

This chapter is divided into three major sections:
leadership theory, communication theory, and motivation
theory. Each of these perspectives describe the foundatiaons

of theory which give structure and support to this research.

Leadership Theory

Leadership (and management) theory are the result of
an evolutionary process which began gaining momentum in the
early 1988s. Since then, there have been a wide variety of
detinitions and models of leadership, mostly classified by
purpose. These include leadership as: a focus aof group
processes; personality and its effects; the act of
inducing compliance; the exercise of influence; an act or
behaviaor; a form of persuasiony a power relation; an
instrument of goal achievement; an emerging effect af
interaction; a differential role; and the initiation of

structure.?

Early Theory

Frederick W. Taylor 's "scientific management” was

actually an important early motivation study. However, it
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:Y directly applied management concepts in a "real world"”
3” situation. This research focused primarily on the technology
Py of the job, i.e., how to determine the best way to select
:& individuals and design jobs to aobtain optimal productivity.?
1l
‘i' While essentially a "management" study of
fi traditional functions of planning, organizing and )
é; controlling, it 1is important because it developed the
iQ: concept of getting work done through and with others. -
4#‘ However, Taylor ‘s basic view of the worker was as another
tE tool for the leader/manager——workers had to adjust to
‘N management, not management to the workers.
;3 The addition of the individual’'s role in the
U
;g leadership process led to the "human relations movement”.
)ﬁ This school of thought originated during the 193@s and 194@s
k} beginning with the studies of Roethlisberger and Mayo.?
‘ég Human relations theorists hypothesized that organizations
15; were not solely technological, economic systems as suggested
&% by Taylor, but were social systems in which individuals,
,:é groups and intergroup relationships were important.
;2; The Hawthorne studies actually launched the human
bg relations movement. These studies verified that the work ’
:§ environment must provide levels of esteem and .
ji zel f-actualization on the job. Tension, anxiety, and
?? frustration in workers were counterproductive when there was
Eg no avente to seek higher levels of satisfaction. Mayo
\-
0

]

’:'% ot %
W
N

]
o

-

T
ALl

¥4

v L. A W W, W, W o o,
A A

‘- NS \Al.s 4% ] g!i‘ :'ll‘ Wb, th"ﬂga WS .‘.i 5%, 20, 'th Y fN* ' L) .‘l m '\Lﬁh!{ h\\’\b &t\‘t‘lhi{&&&{i{\f&%ﬂ%&{‘%‘hﬁ&{\&d




pointed out that when workers are ‘"victims" of the
environment, 1.e., they +feel unimportant, confused, and
unattached, productivity suffers.*

This human relations approach is based on both the
psychological and sociological disciplines and focused more
directly on the individual and the work group. Viewing an
organization as a social system was a major advancement
since other researchers tended to neglect consideration of
this important organizational perspective.

Among i1ts contributions to contemporary leadership
theory was the "organizational” function of the leader. The
leader must facilitate cooperative goal achievement and

enhance personal growth and development.

Trait Theory

Another approach held that leadership was a function
of personality traits. The traits of accepted leaders were
analyzed to determine personality characteristics o+
effective leaders.? These studies provided a great deal of
leadership insight.

Stogdill reviewed countless trait studies and
provides a factorial classification as follows:

i. CLapacity (intelligence, alertness, verbal abilaty, originality, and
judgesent)

Z, Achievement (scholarship, xnowledge, athletic accosplisheents)




o
»
N 3. Responsibility (dependability, initiative, persistence, aggressiveness,
e self-confidence, desire to excel)
"l':‘c
RN
) 4, Participation (activity, soriability, cooperation, adaptability, husor)
L
€&t 3. Status (sociceconomic position, popularity)
*
f: 6. Situation (aental level, status, skills, needs and interests of followere,
j,fﬁ objectives to be achieved)® |
3
jo
., Traits such as persistence in pursuit of goals, J
NQ
,Jﬁ venturesomeness, originality in problem solving, drive to
Ot
exercise initiative in social situations, sense of personal
s identity, and many others were added later.
Y
‘5w It was concluded that a person does not become a
a‘? )
) leader
bﬂ by virtue of the possession of some combination of
ij traits, but the pattern of personal characteristics of
:b& the leader must bear some relevant relationship to the
By characteristics, activities, and goals of the followers.
Thus, leadership must be conceived in terms of the
" interaction aof variables which are in constant flux and
oy change. "’
-‘
:g It was also postulated that rather than defining
4
w) leadership, per se, traits instead differentiate leaders
o
4@ from followers, and effective from ineffective leaders.®
K
%“- Recent trait studies have provided a predictor of
i‘ »
1.'_. 2
o leadership effectiveness. (These include, for example,
.*\
;u}: motivation and need for achievement.) "Al though the
AN
.:ﬁ situation largely determines the kinds of specific knowledge
L
L)
r@ necessary for effective leadership, the general pattern of

skills, motives and other traits appears to be much the same

for most successful administrators in large organizations.™?
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Therefore, trait theory plays a vital role in the
assessment of leaders. Although no single trait or
combination of traits are universal in assessing the
leadership process, they do provide a general understanding
of the complexity of leadership and help frame a reference
for the further study of the various theories.

Several of theses traits will be explored fully in
this study. Many traits are used variously in different
situations. But certain traits, such as self-confidence,
competence, self-esteem, problem—solving, communicative
skills, and decision—making ability appear useful in nearly
every leadership environment.

Thus far in this literature review, leadership bhas
been characterized as the process of getting work done
through pecple by facilitating cooperative goal achievement
while enhancing subordinate development. Whatever leader
behavior is exhibited and characteristics possessed, they
should be, in some manner, consonant with those of the
subordinates.

It is this hehavior that underpins this research.

How is this behavior defined?

Ohio State Studies

The "Ohio Gtate Studies" gave multi-dimensional

descriptions of leader behavior. Halpin and Winer defined
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ﬁ\ two significant dimernsions as consideration and Initiating

0
L structure.'® These studies indicate the influence a leader
_k. possesses over the motivation and behavior of followers.
'$E (Such dimensions are seen widely throughout the 1literature,
?D although different terminology may be employed.)
LY More specifically, the consideration aspect of
f:: leadership includes 1leader supportiveness, friendliness,
Pl
& consideration, consultation with subordinates,
“; representation of subordinate interests, openness of
ﬁj communication with subordinates, and recognition of
e subordinate contributions. Such categories determine the
ﬁ relationship orientation of the leader and the subordinate.
;E The other factor, Initiating structure, includes
i% direction, clarification of subordinate roles, planning,
;B coordinating, problem solving, and other task—oriented
;g behaviors.
23 Stogdill comments that the real significance of
;F  these studies is that corsideration and Initiating structure
v
iig behaviors on the part of the leader seem to produce
u:i different effects on the behavior and expectations of
?3; followers. These followers, in turn, influence
o
a:g aorganizational outcomes.!! Such also is the premise of this
Y research. How does the "ratio" of consideration to

tnitiating structure behavior affect worker behavior?
It 15 with these studies that the concept of
leadership initially suggests the premise of leader-follower

relationships. (It might be fruitful to recall the

36




% o T
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{@ distinction between leadership and management. Initiatirg
:|‘¢

8

e, structure appears as the management function aof leadersh:p
KN while consideration i1s the 1nterpersonal role.)

KA tLife Cycle Theory
Y
& Hersey and Blanchard extended the UOhio State Studies
:ﬁ via their "Life Cycle Theory of Lt eadership,"'? or
‘g. "Situational Leadership Theory." They define two broad
E} categories called task and relationship behavior,
ij corresponding similarly to irnitiating and consideration
i behaviaors. One 1mportant added variable, "maturity,” is "the
3

capacity to set high but attainable goals (achievement
P i motivation), willingness to take responsibility, and
N education and/or experience."'’
é: Follower maturity is subdivided into two components:
D "jJob maturity" and "psychological maturity®. The first s
‘g) technical expertise rising from iearned competence. The
;E second 1s the development of personal grawth and
"
Tk sel t-confidence. As both leader and +follower ‘“"mature,"
AN . different technical and interpersonal relationships develap
iﬁ and di1fferent leadership styles must be used. This
‘: “maturity” element will be explored as this research
‘.’?: examines leader competence and self-confidence.
iig Lite Cycle theory indicates the need for +flexible,
‘34
'?j adaptable leadership behavior depending upon the subordinate
N and the situation. It also indicates that leaders have a
A
% 37




chorce. Rather than simply accepting and adapting to the
current situation, the leader can actually change the
si1tuation through skill- and confidence-building. 0One might
alsc postulate that this flexibility may be demonstrated

through a change in the leader 's motivation.

University of Michigan Studies

Several other studies were similarly oriented to the
Ohio State studies, including the "University of Michigan
Studies," which focused on productivity-related +factors.
These factors 1ncluded the role differentiation of the
supervisor, the closeness of supervisors, supervisory
interest in employees, and group relationships.!* Again, as
1n the Dhio State Studies, it attempted to determine optimal
leadership characteristics for group effectiveness. It
showed that effective leaders and supervisors were more
considerate, supportive and helpful.

Lt kert advanced these studies by introducing four
manageri1al practices: supportive behavior, group method of
supervision, high-performance goals, and linking pin )
tunctions. Supportive behavior is that which develops a

sense of esteem and personal worth in the subordinate, e.g.,

e through recognition, appreciation, and consideration. Grocp
4
e @
:T; method ot supervision implies that a manager/leader should
s
LS,
;}: nat supervise i1ndividuals but rather groups, seeking group
[
decisi1ons but retaining leader responsibility.
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High-pertormance gouals determine standards of quality and
performance. And l1inking pin functions find middle -
managers the 1ntermediary between the group and upper
marnagement. As i1ntermediaries, they must have up-channel
influence to abtain necessary support for subordinates. The
leader is the point of contact between the leader ‘s sphere
of nfluerice and the external environment.

Nothing 15 more important in the leadership process
than facilitating members to feel comfortable and accepted
s0 that each can contribute to the creativity and growth of
the aorganization (supportive behavior). The aim 15 to help
each person communicate more easily and to build a group
spirit which allows individualism.?'3

Results of studies that stressed the “"quality" of
the i1nteraction between the leader and other group member:

15 significant. The most effective leader concentrates

primarily upon improving organizational function rather than
emphasizing technical details (5t). More attention 1s qiven
to creating a productive climate or environment tor
tast accomplishment rather than directly supervising agroug
members (0C). Success depends on the ability to qarner
subordinate commitment, or motivation, in the achievemernt
of goals, MMs. It 1s proposed that high MM, provides the

model for this motivation.
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Situational Theories

A predominant {(or even dominant) group of
theories, generally termed situational (ar contingency)
theories, expands this facilitation process and suggests
that leadership is a function of situation factors in work
groups. As i1nteractional theories, they focus on both
personality and situational factors. These theories
postulate that no one theory will be effective in all
si1tuations.

The situational approach to leadership generally
concludes that leadership requirements depend heavily on the
context 1n which leadership acts are to be performed.
Leader behavior required rests upon: 1) the kind of task to
be accomplished; 2) the group of people involved; 3) the
work environment; and 4) the functions which leaders are
expected to perform.'®

A previously widely held theory but counter to the
s1tuational approach was an example of an attempt to
1integrate the human relations tradition with the scientific
tradition. FBElake’'s and Mouton's "Managerial Grid" was
trimarily a model depicting a manager’'s “concern for
croduction” (imitiating structure) and "concern for people"
‘onsideration.? It was wused to measure a manager’'s

attitudes and to show how to improve managerial ability.?'?
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< They contended that maximum concern for both people
““

3 and production was the best style. However, Hersey and
ﬁ Blanchard's "Life Cycle Theory of Leadership" argues this

point. 1t proposes that "the best" leadership style varies

? . from situation to situation. The 1level and amount of
i supportive (demacratic) or directive (autocratic) leadership
»
AN

is a product of 1) the amount of direction the leader

provides; 2} the amount of support and encouragement the

,i leader provides:; and 3) the amount of follower involvement
in decision making.'®

;ﬁ Successful leaders can adapt their style to the

E st tuation. Which style to select 1is dependent on the

development Ievel of the follower. Development level is the

ebility and willingness of followers to perform without

:3 cupervision. Ab:ility is a function of knowledge or skill

.ﬂ which can be gained from education and experience.
ﬁ Willingrness is a function of confidence and motivation.

;E Fiedler ‘s Contingency Model!* postulates that the

35 effectiveness of a group is contingent upon the relationship
: between the leadership style and the degree to which the

‘é . group situation enables the leader to exert influence.
A‘ Fiedler views leadership in terms of motivational systems.

E{ The major premise of this model is favorableress of
; the situation, which is a result of three key factors. They
;T are: (1) leader -member relations (the trust and respect

S

i
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,-$ garnered by the leader; (2) task structure (how much the
a task is precisely defined); and (3) position power (what 1is

'
! .
ﬁﬂs available to provide rewards and punishment.)

N

"

o

te Using the Least Preferred Co-Worker Scale (LPD),
-
. Fiedler determined that the primary motive of those scoring
e

E high on the scale was to have close, interpersonal
ot

‘ .

S relationships with other persons as well as subordinates. -
ﬁ' This leader will socialize with subordinates and be
Y
[
%ﬁ considerate and supportive. Task objectives are secondary
)
' unless the leader ‘s need for interpersonal relationships has
a3 been fulfilled.

Y

s
- On the other hand, the task objective becomes
.x
A primary to the individuals scoring low on the scale. They
iy are concerned about per formance and will further
':& interpersonal relationships only if task accomplishment 1is
.

e acceptable.?*

J
ﬁﬂ The Contingency maodel is an integral part of this
N research. His concept of "motivational structure" is based
L)
i’l on the following assumptions:
.:: 1. Every individual has a number of different types
‘:. of goals which vary in importance to that individual.
s The degree of motivation to realize these goals also
3 varies.

o,
'i 2. The goals of different types of persons are
A’ arranged into different, individual goal structures.
:2 These goals can be ranked in a hierarchy of importance.
s & goal having high importance for one person may have
:ﬂ reduced or even negligible importance for another.
e These individual goal structures lead to different
%‘ behavior patterns by different types of persons.

¢
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N 5. Under normal circumstances an 1ndividual will

o try to achieve most 1f not all goals. In unfavorable

‘\: situations, the i1ndividual wi1ll concentrate on attaining

n:; primary geals--tending to neglect secondary ones. ‘
48

f;{ 4. In task situations, i1ndividuals can be arranged 1
. on a continuumn with relationship-ariented persaons at one ;
8y pole and task-oriented persons at the other pole.

o

5. In addition to the primary goals ot high LFC
persons, 1mportant secondary goals generally 1nclude
sel f-enhancement, prominence, and esteem +{from others.

o

-

D
The secondary goal of low LPC 1individuals 1s good
« interpersonal relations, especially when related to
‘} accomplishment.®
-
o,
g; Rank-ordering the three aspects as detined above,
- leader -member relations are most 1mportant, followed by task
<
Q$ structure ang then position power. Situational controil 1S
M)
;ﬁ greatest where there 15 a trusted, respected leader
[}
‘x* interacting with a group that has 1li1ke attitudes and
J \'.
.~
:}; background (homogeneity). Standard procedures would be 1in
-
> practice and the leader would have a high level of position

-
»
¥

power.

81

"-
»

3: In this research, task structure and position power
&g are not varliable across the 35 study groups. Therefore, the
.’ . leader -member relationship can and will be explained ‘o the
‘o

;ﬁs extent of 1ts singular atfect on group effectiveness 1n
f% terms of motivation (and goal achievement).

- @)

Si1nce leadership has been previously defined as the
influence of one person on another, 1t is worth advancing
the discussion of leadership theory i1nto the more precise

realm of 1nterpersonal i1nfluence theory.
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Interpersonal Influence

Any social encounter, then, especially that between
a leader and a subordinate, 1involves the ability of one
individual to change the attitude or behavior of another
through an exchange of ideas, rewards, or punishments.

(The) leader who fulfills expectations and achieves
group goals provides rewards for others which are
reciprocated in the form of status, esteem, and
heightened influence. Because leadership embodies a
two-way influence relationship, recipients of influence
assertions may respond by asserting influence in return,
that is, by making demands on the leader.?®

This social exchange process involves receiving and

providing rewards. While a leader may have power, influence
is more dependent on persuasion and motivation than
coercion. Responsive followership is the result of
responsive leadership. "In a simple transactional view, the
leader directs communications...taking into account the
atti1tudes and needs of followers (who) evaluate the 1leader
with regard to his or her responsiveness to these states."?

In Yukl's extensive review of this recipraocal

behavior, the 1nfluence process 1s the effect of one

1ndividual (the "agent") on another (the "target”). He

1

lists eleven types of influence, ranging from legitimate

PN

requests to information distortion, suggesting that the
requisite conditions and ultimate consequences vary.
One theory 1influencing this research looks at

interpersonal 1nfluence by examining what the leader has to

44
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offer to suboirdinates. Known as the 1diosyncrasy credit
theory*, leaders and followers accumulate credits with each
other based on their contribution to group goals. Status 1s
achieved by earning credits. (Negative credits are also
issued.) The balance accumulated as a result of interaction
with other group members determines competence (SAlLc).

The leader earns credits to a large extent by the
contribution made to the group’'s realization of goals and to
the maintenance of the group’s cohesiveness. The desired
end-result of the leadership process 1is the ability of the
leader to influence individuals to respond appropriately to
the leader’'s desire. Therefore, the greater number of
credits earned gives a greater capacity to influence.

The role of the leader carries the potential to take
innovative action in coping with new or altered demands.
But, how successful the leader is in effecting change
depernds upon the perception followers have of the leader’'s
actions and related motivations (SAL).2®

Therefore, it 15 surmised that a leader who 1is
positively motivated (which is manifested 1in positive
actions in the organizational process) will be “"credited" to
a greater extent, modeled because of the high level of
positive credits, and influence change and direction through
the modeling process.

Power , too, is a significant element of
interpersonal influence and leadership. Since interpersonal

influence is defined as the ability of one individual to
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change the attitude or behavior of another, then power can
be viewed as potential influence that is available, but not
necessarily used. Power is the capability of an individual
to affect people in the same direction as their own
preferences.? It is influence over attitudes and values as
well as behavior.

Adler, a colleague of Freud, defined power as the
ability to manipulate activities of others to suit one’'s
purpose. Suggesting that an individual ‘s need for power is
a learned process, Adler recognized that people progress
from the task aspect of power to a concern for
relationships, developing trust and respect for others.?

There are five bases of power: remard, coercive,
legitimate, expert, and referent. In the first, rewmard, the
leader controls some form of recognition or compensation,
using these rewards to achieve milestones or objectives, an
important aspect of the social learning process. Coercive
power 1is the subordinate’'s avoidance of punishment. It is
the negative use of reward. Legitimate power is the right
of the leader and the obligation of the subordinate. The
leader has been bestowed with certain authority and the
subordinate is required, by that authority, to accept the
leader. Expert power is derived when the leader has some
cspecial knowledge. And finally, referent power results when
admiration and desire for approval of the leader is
acknowledged by the subordinate.?® All five forms of power

are evident in the organizations used in this research.
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According to Etzioni, there are two sources of
paower: positiorn and personal.? Position power 1is the
formal authority derived from the organization. Persornal
power is a result of leader characteristics and traits
rather than formal recognitiaon. (These equate to Bavelas’
personal and organizational qualities of leadership.)

Legitimacy and authority are associated terms. That
is, a leader’'s authority requires a legitimate basis.
legitimacy i=s innate ina position power. It must be
developed in personal power. Regardless of the source, a
subordinate’s perception about how that legitimacy was
bestowed 1s key. "The essential point of legitimacy is that
1t produces belief that the leader has the authority to
exert influence.”3* In this study, position power and
legitimate are assumed to be constants.

On the other hand, charisma and personal magnetism
are sources o+ personal power. Charisma refers to any
combination of unusual qualities in an individual which are
attractive to others and result in special attachments.3!
An individual with such characteristics is very likely to
use personal 1dentification, inspirational appeals, and
rational faith to influence subordinates. Subordinates will
tend to identify, imitate behavior, and emulate beliefs of
the leader who possesses such a positive appeal.

Charismatic leaders are generally more successful

in i1nfluencing subordinate commitment. House ‘s study of




b

)
"‘:':‘
A
1ﬁ¥ charismatic leadership’? says that they are likelvy to have
)
3&_ high self-confidence, a strong conviction in their own
. teliefts and ideals, and a <=trong need to influence people.
o
{H: Theretore, a mutual trust is developed.
IR
(f{ By providing an appealing vision of what the future
) could be like, charismatic leaders give the work of the
S group more meaning and inspire enthusiasm and excitement
)N? among followers. The net effect is a greater emotional
lzﬁ involvement by followers in the mission of the group and
.3$ greater commitment to group objectives.3?
s
Loy Charismatic leadership 1is characterized by role
\ .
‘N
rxa modeling and behavior imitation. Through the contagion of
L
R 'ﬁ. -
3&? identification, these leaders wield power and influence in
. 2
el Jjob satisfaction, personal growth and motivation. Such
AR
2ft "charisma" may not be universal in definition, since
LSRN
s
b "charismatic" leaders are generally regarded as rare.
t-A- However, charismatic—-type affects can be simulated through

positive motivation in the leader, high self-confidence and

sel f-esteem, and greater consideration behavior.

Summary

This section has reviewed various salient theories of
leadership which provide certain insight for developing the
theoretical perspective of this study.

Trait theory suggests that "personality
characteristics"” do, 1in fact, influence a leader 's

relationship with subordinates and ultimately leadership
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2
ﬁf effectiveness. In this study, these would include both
gt self-reported and subordinate perceived leader competence,
N: self-confidence, and self-esteem.

ig These traits ogperate in an environment defined by
?r leadership style, i.e.; consideration or initiating
i structure. The degree to which the leader emphasizes one of
%' these styles over the ather impacts subordinate performance.
'

M The literature suggests that greater consideration, or
;T supportive behavior, facilitates a ‘"quality” interaction
vﬁ between superior and subordinate, resulting in a greater
2 potential for organizational effectiveness, presumably as a
‘ﬁ result of imitative behavior.

;$ However, such a definition is situational and
¥
;' depends upon worker ability and willingness to perform the
'g task as well as interpersonal relations, task structure and
%’ the leader ‘s position power . Additionally, the
" "peychological maturity" level of subordinates, or their
:‘ personal growth and self-confidence, are affected by the
k.Y interpersonal relationships established with the leader.

e A leader can affect these interpersonal
) relationshipes through an exchange of positive and negative
)

:; . credits, or rewards and punishments. Through the use of
:? personal power characteristics (such as identification)
-# generated because of subordinate-perceived confidence,
a

;$ competence, and esteem, subordinates will tend to affiliate
o+

} claser with the leader.
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This leader—follower environment, then, is
distinctly dependent upon interpersonal relationships (as
well as other influences, such as task.) But the literature
suggests that interpersonal relationships set a crucial (and
sometimes unforgiving) stage for leadership and ultimately
organizational effectiveness.

This study proposes that this stage 1is heavily
influenced by the level of the leader 's motivation. It also
suggests that the level of the leader ‘s motivation
significantly influences the 1level af the subordinate’'s
motivation, which cause effective or ineffective performance

and organizational productivity.
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COMMUNICAT 10N

Communication is the locus around which leadership
evol ves. It 1s through communication behaviors that the
leader and the follower define "self" and “others,"” and
develop attitudes and establish motivation patterns. The
leader must recognize that mere exposure to an idea or
direction i1s not always sufficient-—-people will interpret
the information i1n different ways. This section will review
salient theories which define the intra- and interpersonal
concepts of communication within the context of

leadership.

Intrapersonal Communication: Self-Definition

Intrapersonal caommunication is closed looped, i.e.,
the sender and receiver are the same. It is an 1nternal
process laop whereby individuals communicate consciously or
unconsciously with themselves. "This process occurs
whenever the i1ndividual evaluates and reacts to internal and
esternal stimuli1...It reflects physical self, emotional
self¥, social self, self-concept, self-related roles, values,
beliefs, and attitudes."3*

A leader must understand how information 1S
processed 1nternally to create meaning for personal

attitudes before they can be communicated effectively to




'y others. Such processing is the result of a consciousness of

personal i1impressions developed from environmental stimuli

- over time. From these impressions, self-concept is

o established. |
'; This self-concept is developed through interaction

‘: with others and with the environment.3 It includes feelings )
E& and evaluations of the self to other people based on

LR .
“' perceptions of true feelings. Roles and reference groups

‘% interpret self-concept, giving a sense of identity.

:E Al though sel f—concept is created through

? intrapersonal communication, it is confirmed by others. To

'2 a large extent, an individual ‘s self concept is based on

5, what is believed how others perceive the individual

{f (LSA-->>6AL). The ways others react, as well as how the

Ei 1individual interprets and is influenced by those reactions,

S: constitutes sel f-image. The structure of the self is

:3 constantly changing. A great deal of behavior is based on
?’ sel f-perception. "Awareness of self-image is essential to

L)
:g' growth and change."®* It is also essential to the

Ci determination of motivation. -
'é This research contends that the effective leader

? must possess positive feelings of self-worth to reflect )
‘g. positive attitudes. This self-esteem is an individual’'s
.:: personal judgement of worthiness. These feelings come from
i?é perceptions of personal success and perceptions of how the

individual compares to others.? When expectations fall
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short, negative self-images can evolve, creating defense

mechanisms. I+ habitual, negative attitude and low
motivation become evident.
A positive self—-image indicates:

1. high values and principles and sufficient
security to maodify when necessary

2. capability to act on own best judgement
even when others disapprove

3. past failures are forgotten

4, confidence in ability to deal with
problems

S. equality with others

6. acceptance of praise and criticism®

A strong sense of self-worth creates internal
energy, a fe=2ling of competence, and a sense aof personal
power . When similarly perceived by subordinates, it 1is
expected that interpersonal attraction enhances modeling
behaviaor.

Intrapersonal communication is the basis for all

~I'

other levels of communication. Personality variables, as

determined by self-concept, effect and interpret the

communication and thus the leadership and motivation

R

process. Through the definition of the self, definition of

v

others develops and allows meaningful interpersonal

&

communication. The enhancement of this self-communication
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increases the awareness of the leader's own level of
motivation and the communication of attitudes via

interpersonal communication.

Interpersonal Communication

Interpersonal communication is evident in "social
situations in which persons in face-to—-face encounters
sustain focused interaction through the reciprocal exchange
of verbal and nonverbal cues."™

Interpersonal communication can be focused as
follows: the nature of relationships; interpersonal needs;
sel f-presentation; disclosure and understanding;
perception; attraction; and conflict.+ All are

interdependent and play a significant role in the leader’'s

self-definition and the follower’'s perception of that
self-definition.

Interaction between the leader and the follower
determines the relationship they establish with each other.
R.D. Laing 1is probably the best known researcher on
interpersonal perception. He says that behavior is
determined by the perception of the relationship.*

Underlying the concept is the difference between
experience and behavior. Behavior is observable and public
whilie experience 1is private and a feeling based on
imagination, memory, and perception.

"Inferring experience
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from behavicr 1 ths heart of communication, but it is very
difficult as Laing pointed out....’']I see you, and vyou see
me. I experience vyou, and you experience me. I see vour
behavior. You see my behavior. But I do not and never have

and never will see your experience of me.  "*?

Evperience 1is affected mostly by relations and
perceptions with others. An individual will have a direct
perspective, perceiving certain behaviors of the other
person. That same individual will also experience the other
person’'s experience by inferring what the other person is
feeling, perceiving, or thinking. This metaperspective, as
he calls it, may or may not be an accurate assessment.

in Laing’s theory, the essence of interpersonal

communication success is the accuracy of mutual perception

in the reliationship. So, too, is the essence of this
research. Not only must the leader perceive self as
confident and competent, but so must the subordinate

perceive leader competence and self-confidence to imitate
modeling.

Carl Rogers developed the concept of a helping
relationship when one i1ndividual enters a relationship with
the intent to facilitate personal growth in the other
person. Such would be the expectation in a highly
caonsrde, gte leader. He outlines ten qualities of a good
helping relationship, which include the traits of

trustworthiness and dependability in the communicator.
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Fositive attitudes of warmth and caring are also
essential qualities in his congruency theory. This theorv
says that if one person behaves openly and with positive
regard +or the other person, the other person will
reciprocate with similar behavior.* @again, a reciprocal

linking, or modeling of positively perceived behavior, would

be expected.

Interpersonal perception is the process of
establishing impressions of people and to judge
relationships by inferring causes of behavior. Known as

attrrbution theory or naive psychology, it explains the
processes by which most people come to understand their own

behavior and that of athers.
Fritz Heider summarized as follows:

Feaple have an awareness of their surroundings and
events in 1t, they attain this awareness through
perception and other processes, they are affected by
their personal and impersonal environment, they cause
changes in the environment, they are able to and try to
cause these changes, they have wishes and sentiwments,
they stand in unit to other entities, and they are
accountable according to certain standards. All these
characteristics determine what role the other person
plays in our own life space and how we react to him.*

Harold kelley advanced attribution theory by saying
that an individual perceives based on information from more
than one observation. From those observations, the

perceiver can pick from a set of various causes. Also, he

cays, it 1s possible to discount a given cause if there are

other more likely causes present. Individuals weigh the
o6
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various choices and then select based on the information
available.*? This is likened to Bandura’s vicarious
reinforcement proposition whereby an individual modifies
personal behavicr based on observing consequences of others
behaviors.

From experience and learning over time, a leader can
hone the perception process, aiding in decision—making and
subsequent action and enhancing greater identification and
imitative bshavior.

The last category to be reviewed 1s that of
Iinterpersonal attraction, best exemplified by the work of
Albert Mehrabian. He classifies communication behaviors
into a three-dimensional model of dominarnce, responsiveness,
and liking.* Dominance is determined by status.
Responsiveness 1s a factor of emotional arousal and
stimuiation.

The most useful concept for this model, liking, or
the iamediacy principle, says that individuals are attracted
and respond to those things that they like, and avoid those
things that they don’'t like. Liking relationships can be

characterized as close and direct. If the subordinate

favors the motivation level of the leader, the subordinate
would i1ndeed affiliate closer with the leader, especially 1f
the motivation i1s positive.

Newcomb 's cognitive approach to interpersonal

relationships centers around orientation. This orientation




is a relationship between a person and some aspect of the

environment and can be positive or negative and intense or
weak. As 1in other consistency theories, there 1s strain
towards balance based on importance and relevance. The
primary contribution of this theory is that attraction is
riot an isolated attitude toward a person, but rather a
complex orientational system.Y

In Byrne’ 's reinforcement adprnach, individuals tend
to be attracted ta a person when experiences with that
person involve more rewards than punishments. "The ultimate
attraction of one to another will be determined maore or less

by a simple combination of the stimuli, each weighted 1in

terms of 1ts magnitude or strength."+ Expectation of
positive reinforcements create strong relationships. The
establishment of these relationships contribute to

organizational effectiveness.
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It can be seen that both intrapersonal and

interpersonal processes establish the necessary values which
; orchestrate a potential modeling relationship.
i; . Self-definition and dyadic interaction determine the
5 accuracy of perceptions which suggest the strength of the
é; attraction, and ultimately imitative behavior.
J It is this interconnectivity between superior and
8 subordinate that transmits motivation modeling. Before
]
7‘ reporting the evidence that validates this concept, the last
f construct, motivation, will be reviewed.
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MOTIVATION

There have been numerous attempts to explain
theories of motivation. Some are biological/physiological,
instinctual, sensory, and emotional. Others are centered on
the physchological needs of the individual. And still
others are rooted in the evolution of learning and behavior
modification. The following section will review those
theories from which the present study draws its hypotheses.
These include need theory, cognitive—-consistency theories,
work theories, achievement theory, and social learning
theory.

Reviewing the orientation of motivation presented in
Chapter 1, motivation is a concept used to "describe the
forces acting on or within {an individual) to initiate and
direct behavior."* The concept of motivation helps to
explain why certain behavior occurs (or doesn’'t occur).

There is voluminous study of motivation. This

section will review only those theories which give credence

to the modeling potential of motivation itself. To do this,

csome of the more basic theories of motivation must be

™
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mentioned to provide foundation.
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v$ Need Theory
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7} Brietly, Maslow considered motivation as a construct

relative to the individual as a whole, not simply specific

g4

™ behavior in response to a specific stimulus, for example.
KX He argued that all motivation was a result of individual
. .

? striving for ultimate goals, both conscious and unconscious.
l'.

k . He proposed that individuals behave based on the amount of
oy csatisfaction of certain needs.’

-

} If motives are equated with needs, then there are
fl

S varying levels, or strengths. These strengths are
" determined based upon the individual ‘s personal desire to
:3 attain satisfaction of those needs. And, according to
(L«

’: Maslow, it is also dependent upon which level of need the
!

. individual has reached. Some are "prepotent" and must be
5: satisfied before needs higher in the hierarchy wi1ll be
< tri1ggered. His hierarchy ranges from 1life-sustaining to
;; more psychologlical dimensions as follows:
1

4, Physiological Needs. These are the essential
»

o

w3 sustenance factors such as food, clothing and shelter, basic
e

N to survival. In most cases, these particular needs are met
)

\

o

ﬂ materi1ally through the accumulation and spending of money.
-l

.

) Safety Needs. GSafety needs equate to security. An
L)

g, 1ndividual will seel organizations and relationships that
‘ »
g, will offer freedom from the threats of life.
a4
!
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¥$' Social Needs. Frequently, social needs become
§%S predominant as physiological and safety needs are satisfied.
i%' Here, the individual actively attempts to "affiliate" and
xg% interact with other people. Friendship and affection
%*: satisfy social needs.

?2 Esteem. At this level, recognition of individual
§' worth is essential. Frequently, this recaognition comes from
&% prestige or power. But most importantly, it centers around
iy a high evaluation of self and respect from other people.

E;g Self-actualization. An individual is
é&? csel f-actualized if they can fully develop their potential
‘\; and achieve life goals. Competence is a key factor.

:;ﬁ Basically, Maslow’'s idea that one source of behavior
:iﬁ motivation is the need to expand one’'s potentialities and
,brﬁ become all that one is capable of becoming has withstood the
:&w test of scrutiny and continues to underlie many other
)

ﬁL‘ cognitive theories of motivation. It emphasizes both
fér psychclogical growth and the full realization of human
?ﬁ potential-—caompetence, effectiveness, creativity, and

&, imagination.

According to Maslow, similar to the various
detinitions of consideration and supportive environments, a
> leader should create a "climate" for employees in which they
RS attain their +tullest potential.

One extension of Maslow’'s hierarchy was Alderfer’'s
 ;- Eyvistence, Relatedness, and Growth theory (ERG).? Safety,

. social, and esteem needs all invol ve interpersonal
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o
" relati1onships. These are recateqorized as relatedrness.
kS
LN
3? Selt+ esteem is based on internal cues of personal and goal
Sl achi1evement, and thus very close to self-actualization, <o
3
W combined into growth. Finally, physiological and safety
>
gh needs are both physical needs, so he calls these existernce.
~. In Alderfer ‘s theory, it is not contradictory that a
23
;? person will deny basic needs 1in order to be creative or to
»
;x gain esteem of others. Also, he says an unsatisfied need
i‘ does not necessarily motivate only at that level, as 1in
W
" Maslow’'s theory. It may also be compensated for at a lower
i“ level.
]
! This distinction is particularly important because
.
@ the leader may compensate a subordinate by concentrating on
2 relatedness needs, for example, when growth needs cannot be
.
EN met on the job. Also, people will adapt by constructively
19
:h channeling energies even though higher—order needs are
W
:ﬁ blocked.
K The idea that people do adapt and try to cope with
it their work and nonwork frustrations as best they can is an
K
]
;: important one, making ERG a useful and innovative
i cantribution to work motivation theary, discussed later.
92
o)
o .
J‘)
4

Cognitive Consistency Theories

48

While need theory suggests a motive to enhance human
potential on a macro scale, cognitive consistency theories

deal with human behavior on a micro or si1ituational basis.

63
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; These theories explain intrapersonal (or mental)
;ﬂt agreement between attitudes and new information about these
' same attitudes. The main assumption, as best exemplified in
L

A
By the Congruity Principle, Balance Theory, and Cognitive
(225
| Dissonance Theory, is that contradictory information with
LA
)
g personal attitudes will cause tension. This tension is
T~
' .
;‘_ reduced by attitude or behavior change, and motivation.
‘&n
ﬁg{ Osgood and Tannenbaum’'s Corngruity Principle asserts
0w there is a compromise between inconsistent attitude objects.
B
~ﬂﬁ An individual must reduce a positive attitude or increase a
L}
Wt
:;ﬁ negative attitude, or both, when related attitude objects
o are incongruent.?3?
Al
v%: Balance Theory suggests that when two people
)
:2” interact with an event or object of mutual concern, the
Y e

‘ intrapersonal and interpersonal situation is cognitively

iﬁ balanced or imbalanced. In a bal anced situation,
N
T persuasion, for example, is unlikely. But 1if unbalanced,

{?, motivation is prompted from tension. "With similar attitudes
S
o~
ke praximity will increase the degree of positive sentiment;
B ‘.‘_-'

7
)3 with slight dissimilarity of attitude a mutual assimilation
>
! might be produced, and with it an increase in friendliness;
\#

?ﬁ. with strong dissimilarities the hostility will be
5

ﬁa; increased.” ¥
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e With such an orientation, it is proposed that
8
. comparable personalities would attract because the most
uﬁ important variable influencing attraction between two
‘bb
Tl
j; persons 1s the similarity of their attitudes.
" Finally, Cognitive Dissonance theory states that
!; motivation results because people actively avoid
~
L
N inconsistent (dissonant) situations (i.e., those that are
b
not 1n agreement with the individual ‘s own attitudes.)?3
«
o Thus, a leader's degree of motivation must be
)
"
o consistent with the subordinates, or vice versa. Otherwise,
i)
4
i
s attitude change (on the part of either) must occur if
’E "avoidance" is to be precluded.
& The suggestion is that behavior is influenced by
WD others. I+ an individual has inconsistent attitudes and
:ﬂ behaviors when compared with, for example, the supervisor, a
'-_ i
) state of tension occurs and there is a certain level of |
-
; |
! motivation generated to reduce or eliminate that tension. |
o _ f
(3 Evolving from cognitive dissonance theory, equity ‘
M
ﬁ' theory, s1mply stated, proposes that people are motivated to i
A
i maintain fair relationships with others and will attempt to 1
¢
fﬁ correct unfair relationships by making them fair. Workers 1
ii compare themselves to other workers with respect to what }
w2
L)
. they get out of their jobs (outcomes) and what they !
- |
}: contribute to their jobs (inputs). For example, outcomes {
‘ I
o 1nclude wages, status and job satisfaction while inputs {
- |
[y !
ba” include skills, education, job training, and effort.®
N
03
)
i
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2 The initial presentation of this theory describes a
4
S "ratio" between outcomes and inputs. Each individual
23 "calculates" his or her individual ratio. Perception is the
; central aspect of equity theory. The essential concern of
s

’ the theory is how an individual perceives personal ratios
4t

R relative to others.

of

d

Q A condition of equity exists when an individual
!

- perceives his or her ratio of ocoutcomes to inputs to equal
b that of some relevant "other" such as another worker of
b ]

f relatively equal status.

'

. Five "motivated" actions can take place when the
~ perception of the ratioc is inequitable:

P

i 1. change one’'s outcomes (e.g., more pay)

g 2. change one‘'s inputs (e.g., work less hard)

R 3. choose a different "comparison other”

l

'g 4. cognitively distort (e.g., rationalization)

;1 5. leave the particular exchange relationship

h (e.g., resign)>s

; Such a ratio might also be calculated between
)

: zuperior and subordinate, drawing, for example, on the
h idiosyncracy credit theory. Based on the perception of the
of

X relationship, a leader 's high level of motivation may be .
. debited by a subordinate’'s low level of motivation, causing
13

fé the subordinate to perceive an inequity. A modeling eftfect
I’ to increase the equity is suggested.
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Work Theory

Theory X and Theory Y, developed by Dougl as

McGregor, proposed that all management practices stem from

managers’  persanal "theories" regarding Man. These
"theories"” reflect assumptions, generalizations and
hypotheses about organizations and become evident in
management decisions and actions affecting the

superior—-subordinate relationship. McGregor proposed that
the way a manager interacts with his superiors, peers, and
especially his subordinates depends wupon the manager’'s
philosophy regarding cause-effect relationships i1n behavior.

Theory X suggests that the worker 's goals and those
aof the organization are in conflict and that workers are
primarily motivated by extrinsic rewards and the fear of
punishment. Therefore, given a Theory X philosophy, and
since Man desires satisfaction of his basic needs,
management can manipulate employees by making extrinsic
rewards contingent on desir=d behavior.

In contrast, a Theory Y philosophy accepts the
posittion that employees are motivated to achieve intrinsic
as well as extrinsic rewards. Intrinsic rewards stem from
achievement, autonomy, self-respect, self-fulfillment and
are believed to be more powerful motivators than extrinsac
rewards. Furthermore, employee and organizational goals do

not conflict.¥
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Chris Argyris studied leadership practices on

indiwvidual behavior and personal growth. His
"Immaturity—Maturity Theory" contends that individuals
progress along a continuum of seven separate stages of

growth. People are often unable to reach their anticipated

levels of maturity because of the very nature of the formal
organization. Since an organization is normally designed to
achieve abjectives best attained collectively, the
individual is fit into the organization, not vice versa.

Worker maturity suffers for organizational efficiency.

INMATURTTY YMATURITY

R R R R R R R R R R R A R R R A R R R R R R R R R RN E

L et Mctive
Dependence----~=---=-v---m-oesomeommmooo oo sIndependence
Behave in a Few Ways------ >Capable of Behaving in Many Ways

Erratic Shallow Interests----)Desper and Stronger Interests
Short Time Perspective--------------- YLong Time Perspective
Subordinate Positign------- >Equal or Superordinate Pasition

Lack of Awareness of Self-->Awareness and Control Over Self

The outcome is a need for managers to create work

environments more conducive to self-growth and individual

maturity. In recognition of Theory Y, if properly
motivated, workers can be more productive and both
organization and individual will profit.®® More support

f{or greater relationship-oriented, or considerate, leader.




Arnother researcher, Frederick Herzberg, supported
both McGregor 's Theory Y concept and Argyris’ maturity
continuum 1n his "motivation—hygiene theory."® Man has two
separate, distinct and independent sets of needs atfecting
behavior. The first, the hygiene factors, describe Man’'s
environment and serve the primary function of preventing iob
dissatisfaction. The second set, motivators, effect people

towards good performance. He aligns them as follows:

_ HYGIENE FACTORS MOTIVATORS
Environment The Job Itself

Policies and Adainistration Achieveaent

Supervision Recognition for Accoaplishment

Aorking Conditions Challenging Work

interpersonal Relations Increased Responsibility

Money, Status, Security Growth and Developaent

Hygiene needs, when satisfied, tend toc eliminate
dissatisfaction and work restriction, but do little to
motivate an individual to superior performance or
1ncreased capacity. Satisfaction of the motivators,
however, will permit an individual to grow and develop
in a mature way, often implementing an increase 1in
ability.®

These three theories provide sound evidence that in
the work place, leaders must provide environmental +factors
which serve to provide incentive +for work. They must alsao
take into account the needs of the individual to achieve
personal arowth toward self-actualization.

Miner*? and McClelland®® studied the effects of the
nersonal motivation of the leader as a determinant of

success. Using the Miner Sentence Completion Scale and the
69
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Thematic Apperception Test, they determined that "need for
achievement" rated high on the scale of leaders and the
correlation between managerial motivation and success was
high.

McClelland, et al.,* proposed a specific need
theory based on the "need for achievement." They suggest
that as people mature, develop and grow, they recogni:ze,
through the environment, that competence 1is admired by
significant others. This learned need for competence
becomes an effective performance motive. Achievement, that
is, the need to be successful, implies accepting challenge
and high goals. It is this competence that enables the
imirtative process.

In a similar but more recent analysis by the
American Management Association (AMA), the AMA i1nterviewed
711 chief executive officers in a variety of industries to

determine what is actually known about developing potential

executives.*s

it was posed that the selection process tor
potential leaders must "critically examine ‘motivational
drive -—the need to achieve results and interpersonal skills

and communiication ability."

In the research, the questionnaire presented

potential key influences and asked each CEQ to rate each

item in terms of i1ts importance in helping them achieve
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their current status. Ranked very conspicuously at the too
of the 21 "key influences" was "a need to achieve
results. "

Intuitively, the need to achieve results can be

equated with a positive motivation for success.

Path—-Goal Theory

Workers will tend to be high producers if they view
high productivity as a path leading to the attainment of one
or more personal goals. Some research suggests that a
leader ‘s consideration or structure initiating behavior
affect the subordinate’s behavior for selecting a certain
path leading to goal attainment. The extent to which
following a certain path is multiplied by the importance of
the goals involved to the subordinate (valence) to yield the
level of motivation to follow a path or engage in a specific
behavior.?*’

Environmental factors such as the nature of the
task, also exert influence.

The focus of the theory is "how can supervisors
influence path-goal instrumentalities?" It 1s eseential
that subordinates recognize that their supervisors have the
authority to 1nfluence rewards and punishments and that

rewards are tied to specific behavior paths.

Supervisors must make judgments as to whi—h
behaviors are high performance paths and which are low. A
71
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supervisor high in consideration will perceive being given
suggestions by subordinates and helping fellow workers as
high performance paths; less considerate supervisors

won “t.e®
House furthered path—goal theory with the follaowing
general propositions:
1. Leader behavior is acceptable and satisfying to
subordinates to the extent that the subordinates see

such behavior as either an immediate source of
satisfaction or as instrumental to future satisfaction.

2. The leader ’'s behavior will be motivational, i.e.,
increase etfort, to the extent that (1) such behavior
makes satisfactions of subordinate’s needs contingent on
effective performance, and (2) such behavior complements
the environment of subordinates by providing the

coaching, guidance, support and rewards necessary for
effective performance.**

Stated less formally, the motivational functions of
the leader consist of increasing the number and kinds of
personal payoffs to subordinates for wor k—goal
attainment and making paths to these payoffs easier to
travel by clarifying the paths, reducing road blocks and
pitfalls, and increasing the opportunities for personal
satisfaction en route.’

Such leader behaviors are referred to as directive
(initiating structure), suppor tive (consideration),
achievement-oriented, and participative.

There are also sets of conditions for subordinates,
which typically i1nclude: (1) need for affiliation: (2)
need for achievement; (3) need for extrinsic reward; (4)
luocus of control; (S) authoritarianism: and (6) ability.

Al though they use somewhat different terminology,

path-goal theories are linked closely with the Ohio State

studies. However, 1n testing the path—goal theory, low to
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non—-existent correlations have been verified. Apparently,
the scales developed for the Ohio State studies, which have
been used to test path-—-goal theory, do not provide
comparable measures of what might appear to be the same
constructs.”

However, there is sufficient support to at least
rule out the theory as happenstance. Mast importantly,
though, the close tie that path—goal theory posits between
leadership and subordinate motivation has a sound logic to
it, especially in the "guiding, coaching” role of leadership
as it relates to motivation.

The current research assumes that such ‘“"guiding,
coaching” results in greater occurrence of imitative

behavior.

Social Learning Theory

Finally, and of direct impact on this research, 1is
social learning thieory. Individual behavior in
organizations and resultant performance, productivity, and
effectiveness are critical dimensions in current studies of
leadership, management and organizations. Most frequently,
current approuaches to organizational behavior are

characterized as concerned with twa major issues: (a) the

understanding and (b) the influencing of behavior.”
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Individual behavior is attributed to many ditferent
causes, as exemplified by the previous discussion of the
many varied theories of motivation. Obviously, the
understanding of behavior is very complex and provides as
many questions as answers when a leader attempts tao
understand means by which he or she might influence the
behavior of subordinates. Social learning theory attempts
to 1link together behavior and cognitive processes,
specifically, learning.

Rotter pioneered social 1learning theory with the
assumption that human behavior 1is motivated by goal
attainment. Not unlike other learning theories,
reinforcement plays a crucial role 1n the amount of learning
that occurs. However, he introduces a new concept known as
meaningful environment. He says that only meaningful events
will affect behavior. An individual must process
information from the environment and match 1t with memories
of past experience. For a behavior to be motivated, there
must be a strong rewnforcer and a high probability that 1t
vwill]l be attained. In other words, both value and expectancy

olay a role 1n motivation.”

This expectancy-value theory has two 1mpor tant
ztrengths. First, the theory 1s geared exclusively to
remple.: biman  behavior 1IN a social environment . And
secandly, 1t recognizes 1ndividuality, 1.e., people are

goal directed, but theirr goals, e-pectancies and reward

valuen arée 1ndividually defined.
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Social learning theory, as further interpreted by
Albert Bandura, continues to develop the behavior-—-cognition
linkage. According to Bandura, behavior is an interactive
tunction of the individual (including his or her
cognitions), the 1individual’'s enacted behavior, and the
environment 1n which the behavior occurs.?

Bandura’'s theory, known as Modeling (also sometimes
1mitation, copying and matching), or Vicarious Learning,
posits that an individual (Observer, 0) learns from the
consequences experienced by a model (M) rather than from
outcomes stemming from his or her own performance attempts.

Within the process of modeling are four stages. The
firet, attention, concerns the processes that determine
which models are singled out for observation and the
behavi1ors that are selected from the observations.
Retention concerns the storage of observations in memory by
means aof 1magery and/or verbal coding. Motor reproduction
involves the reproduction of these stored mental guides as
appropriate action when cued by an appropriate situation.
tinally, sctivational processes concern various reinforcers
cetivaranmental , selt-applied, and vicarious) that serve as
tihit=ntive to perform the vicariously learned behavior.

I+ an uvhserver 15 to learn effectively from a model
1t 1S anpor tant that the model be credible, reasonably
siccesstul, clearly display the behavior to be learned
and  otherwlse facili1tate the attention process.
similarly, successtul retention of observea behavior
requires more than Just obeerving the model--1t  usually

requires going aver (rehearsing) the modeled sequences
ot hehavior ei1t:er physically or mentally.”
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Additionally, people will tend to increase the
frequency of behavior that has resulted 1in positive
consequences, and will tend to decrease the frequency of
behavior that has resulted in negative consequences.

A critical concept of the modeling process is that
of "antecedent learning," that is, bebavioral change can

occur as a result of a discriminative stimulus that occurs

before the behavior. For example, a goal that influences
subsequent subordinate behavior would be "antecedent."”
Bandura emphasizes this process as "vicarious" learning.

Individuals are not dependent on direct experience
of the consequences of their behavior for learning to take
place. 6An individual learns by observing the consequences
{rewards and punishments) associated with behavior exhibited

in the model.?

By observing a model of the desired behavior, an
individual forms an idea of how response components must
be combined and sequenced to produce the new behavior.
In other words, people guide their actions by prior
notions rather than by relying on outcomes to tell then
wmhat they must do.””

In a study conducted by Weiss, it was reported that
interpersonal attraction, credibility, status and competence
of the model influence the probability that an observer will
1mitate the modeled behavior. Likewise, the observer 's low

cel f-esteem and need for external reinforcement also enhance

the modeling process.’
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a, A majority of the research on modeling has <focused
W,
N on training strategies. Manz and Sims found that modeling
Q: technigues are effective when employees (1) observe the
0 target behavior, i.e., the specific behavior to be learned
.y

N

i through such methods as film and video tape; (2) can
V.

‘$ practice what they have learned; (3) are given feedback;
1

N

:$ and (4) are given the opportunity to apply what they have
¢

0

L

learrned back to the job.7”?
‘3: "Social learning theory explains that individuals
o)
ﬁ& are active and observing who profit from the experiences of
‘5 1
others and store these observations symbolically for future

.
if use and iregulate behavior through intrinsic rewards."®®

S

'g This becomes the central thesis of this research.
: As observers, subordinates will actively vary personal
¥

-
:;5 behavior in a manner that is consonant with the behavior of
o

Bl
;:* the leader. Certain conditions enhance this modeling
198

1%,

_ process. These conditions serve as the independent
e

:3 variables and will be explained in Chapter V.

A
P
J ;“
M

® . Summary

A

N.

‘l

~
4} Motivation, then, must be assessed as a multi-path
\‘

o variable. Critical to leadership 1is the motivation of the
P
':: leader, the motivation of the individual subordinate(s), the
] ‘-,‘
':: motivation of the group or organization, and the
»
]

- motivational environment that 15 impacted by other players.
~
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18 Motivation is accepted as an integral dimension to
N
§3 organizational effectiveness. But few studies have
“ correlated the level of leader motivation with the levels of
“

D

; follower motivation. The tradition has been that leaders
)

)

% must provide some level of motivation for the subordinates
2,

R‘ through job enrichment, recognition, reward, etc.

e

Y All too often, it is overloocked that the leader,
'

& too, is a member of a reference group, and extracts levels
u of personal motivation, just as the leader 's subordinates,
' L

5 from roles, norms, etc.
e

bt What effect does that motivation have on the level
' of motivation of the +followers and ultimately the i
!
. effectiveness ot the organization? This study addresses :
; that issue.
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CHAPTER 1V

VARIABLES, INSTRUMENTS, AND OPERATIONAL DEFINITIONS

In developing this theory, numerous variables have
been measured and appropriate statistical analysis applied.
This chapter will review each of the variables, describe the
instruments used to measure them, and provide operational

detinitions.

Motivation to Manage (MM)

As the dependent variable, motivation to manage
defines the leader/manager 's positive or negative attitude
toward 1s or her role as a leader/manager. In an attempt
to develop this theory of leadership/management wmotivation
tn large, complex, bureaucratic organizations, Mner drew
trom both role theory as well as the Ohio State studies.

He 1denti1f1ed a set of role prescriptions that seem
te anpear wlith high frequency 1n large, formalized, and
reti1ofiallzed urganizations that function 1n a bureaucratic
marnner . Mitier says, "Role prescriptions can difter
consider ably trom one organization to another. Yet, there
do seem to be sume requirements which appear again and again
1 assuciation  with a qreat variety of manageri1al

",

poOsttions.,
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5 His theory suqggests that individuals who are more

positively inclined toward these prescriptions are likely to

l: be more successful than those individuals who are negatively
fs inclined toward them. Based on in-depth studies of large
i;- organizations, his role prescriptions and motivational
.ﬁ patterns are as follows:

'i 1. Managers are expected to behave in ways which do not

o provoke negative reactions from their superiors;

ideally they will elicit positive responses. A manager
o must be in a position to obtain support for his actions
N at higher levels. This requires a good relationship
< with superiors. It follows that a manager should have a
generally positive attitude toward those holding
positions of authority over him. Any tendency to
generalized hatred, distaste, or anxiety in dealing with
people in positions of authority will make it extremely
difficult to meet job demands. Interactions with
superiors will either be minimal or filled with so much
negative feeling that the necessary positive reactions
and support cannot possibly be attained.

Y

('S

% “

L_urﬁﬁﬁ

2. There 1is a strong competitive element built into
managerial wark. Managers must strive to win for
themselves and their subordinates and accepts such
challenges as other managers may offer. In order to
meet this role requirement a person should be favorably
dispaosed toward engaging in competition. I+ he is
unwilling to compete for position, status, advancement
and his ideas, he 1is unlikely to succeed. Any
generalized tendency to associate unpleasant emotions,
such as anxiety and depression, with performance 1in
competitive situations will almost inevitably result 1in
behavior which falls short of role demands.

; .'.. "‘. ."",.-/\l

T Al though the behaviors expected of a father and
those expected of a manager are not identical, both are
supposed to take charge, to make decisions, to take such
disciplinary actions as may be necessary and to protect
other members of a group. Thus, one of the common role
requirements of the managerial job is that the i1ncumbent
behave 1n an active and assertive manner. It follows
that a desire to meet these requirements will generally
lead to success 1n managerial work. Those who prefer
more passive behavior patterns, no matter what their sex

ard those who become upset or disturbed at the prospect
.t behaving 1n an assertive manner would not be expected
to possess the type of motivation needed. The
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(t{ manageri1al job appears to require an individual who
;*ﬂ sbtalns pleasure from perftorming as prescribed by the
o traditional father role in our society.

; 4. The manager must exercise power over subordinates

o and direct their behavior. He must tell others what to
'q do and entorce his words through appropriate use of |
ga. positive and negative sanctions. The 1individual who
::) finds such behavior difficult and emotionally

disturbing, who does not wish to impose his wishes oan
K7 others or helieves it is wrong to do so, would not be
; expected to meet this particular role prescription.
s, Subordinates must be induced to perform in a manner
" which will be conducive to the attainment of
WORN organizational goals, and the person placed in a
aad position of authority over them would therefore ideally
ﬁf desire to behave in ways calculated to achieve this
?{ abject:ive.
g
jfﬁ S. The managerial job requires a person to stand out
¥ trom his group and assume a position of high visibility.
55 He must deviate from the immediate subordinate group and
b da things which 1nevitably invite attention, discussion,
#E and perhaps criticism from those who report to him.
.l When this i1dea of standing out from the group elicits
.if teelings of unpleasantness, then behavior appropriate to
Phis the role will occur much less often than would otherwise
L be the caze. It 1s the person who enjoys being the
NN center of attention who is most likely to meet the
':ﬁ demands or the job i1n this area. Such a person has many
;: of the characteristics of a Qood actor.

N
AN 4. There are administrative requirements such as
\ counstructing budget estimates, serving on comm:ittees,
}?- talking on the telephone, filling out forms, and so on
{{: 1n all managerial work, although the specific activities
E{ will vary. To meet these prescriptions a manager must
) at least be willing to face this type of routine and
3‘ tdeally gain some satisfactior, from it. 1§ such
=G behavior 1s consistently viewed with apprehension or
:r loathing, a person’'s chances of success are low. A
_; desire to avoid ar put otf the administrative duties of
br» the managerial job can only result in deviation from
“~? role prescraiptions, and thus in less etfective
"a performance.?

e

|£$ The thrust of Miner s theory is to determine what do
>

ﬂg successful managers do and what are their attitudes and

-

2 betlavicrs How do you compare successful with less

‘fJ‘ successful managers’”™ It was those prescriptions 1dentifaied
o
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. above that answered his research questions. But while

praobably salient to most organizations, it was
\ scientifically valid only in larger, formally structured,
output oriented organizations.

It is important to note that Miner’'s theory differs
¢ from other leadership/management/motivation theories in that
it is of limited domain. Rather than explore the effects of
motivation on a global scale, motivation to manage theory is
ﬁ more operationally useful.

»

N The +theoretical aobjectives have been held to
manageable proportions; that we have been working out
of a limited domain theory, rather than a grand theory;
that our theoretical weapon has been more analogous to a
rifle or a shotgun with a considerable choke, than to a
4 blunderbuss. The goal has not been to understand,
Q' predict, and control with regard to all human
3 motivation, but to achieve these scientific objectives
A with regard to the motivation of people in a particular
: type of job, in a particular type aof arganization, under
a particular type of control system.?®

B There is very little research relating
role-motivation theory to need theory, achievement theory,
W motivation—-hygiene theory, or equity theory. Likewise,
o there is no research identifying a relationship between
various leadership theories such as path—-goal theory. -

Miner ‘s theory does parallel to some extent

McClelland view on achievement and power motivation and

tFiedler ‘s contingency theory.

” 82
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Mclleslland attributed managerial success to
socialized power motivation, where the exxpression of
power needs 1s curbed or muted by inhibitory +forces
(which) seem to suggest a highly similar concept to
manageri1al motivation.

Under conditions where leader—-member relations are
gocd, the task to be performed is highly structured, and
the i1inherent power of the leader 's position is strong,
low LPC provides the key to success. The low LPC leader
is c€aid to be highly task and goal-achievement oriented.
The conditions here approximate those of the ideal
bureaucracy and the description of the low LPC leader is
not unlike that of the person who has a high motivation
score.?

(It should be noted that, although Miner calls his
theory "motivation to manage", his role prescriptions
irclude botir leadership and management functions. For
example, Miner s prescriptions of assertiveness, imposing
wishes and competitiveness are clearly functions of
leadercsnip, while zadministrative tasks and respect for
authority tigures are clearly management orientations.)

In studies of various types and levels of management

(R and i, marketing, department store, scientific,
personnzi tnaustrial  relations, army officers, school
adminmist-ator 5. and graduate students, as examples), all 21

studies c.ved by Miner yrelded significant results, 12 at P
@1, Studies canducted butside the domain of the theory,

1.e., NGt 1, a1 hureadtr atic-type environment, +ailled to

produce oigniticant ti1ndings, supporting his hypothesis.

ity muanior e nts construct, Miner developed the Miner

Sentence ! ompletion Scale (MSCS). Miner oftfers findings
which sippor b the caonstruct validity ot the MoLS,
83
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consistently supporting the interpretation that it 1is a
measure of motivation to manage and not a measure of other
types of motivation. Other construct validity data,
involving the correlation of the MSCS with other instruments
{Kuder Preference Record, Strong Vocational Interest Blank,
Gough Adiective Check List, Myers-Briggs Type Indicator, and
Ghiselli Self-Description Inventory) clearly indicates an
overall pattern of results supporting the motivation to
manage interpretation.?®

The original MSCS was completed through a projective
process where scorers determined whether responses were
positive, negative, or neutral. While Miner received
criticism of his scorer techniques, he provides compelling
evidence which indicates the soundness of his procedures.®

Hawever, the multiple choice MSCS, used in this
research, offers a shift from projective to objective
measurement, and, too, 1s validated as a significant
predictor of managerial suUcCcess. As an outgrowth of the
original scale, using test-retest separated by a ten week
period, Miner reports reliability coefficients ranqging from
.68 to .84 with a median of .81 for total motivation scores
1M various samples.

Miner continues to validate that the higher the
total MSCS score, the higher are grade level performance
ratings, compensation, success, and position within several
industries and businesses. Tatal MSCS scores also accurately

torecast promotion into management, changes 1n grade level

84
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:}' and performance, and other predictors of success.
Sy
)
- OPERATIONAL DEFINITION. The variable "motivation”
LY
'f: in both the leader and the subordinate 15 measured by the
o
s Miner Sentence Completion Scale. Each respondent 1s asked
"o
N
."-
™ to complete the 4@ multiple choice questions. Level of
.
'ﬁ motivation is assessed as the total score (-35 to +35) as
l-.
20
5; reported by the MSCS. Higher scores 1ndicate greater
t.. )
positive attitude toward leader /manager roles, 1.e., greater
.
e mativation.
¥
N
Leadership Style (St)
.
4! '-‘.
~7
. Thi1s research contends that sodeling 1s enhanced 1
4
: the leader 15 more relationship vriented, that 1%, ;Or ©
.
] ]
.: supportive of subordinates that tasl aori1ented.
N4
-,’: A vast amount of research has attempted to captur e
l:i
"y
! various styles avairlable 1n the repertoire o¢ leadership.
>
,: There have been various continuua, but ;mOst range srom
o~
o~ authoritarian (or autocratic) to democr ataic.
l.\
* At one e«xtreme 1s the autocrat, whuo 1% best
X
=:j char acterized by the 1ndividual who 1mposes his or her w1l
*%} upoOin a group 1n order to perform a task. Guch a detintty oo
A5
®; 1mplies authority fraom some soure and unqQquest Loning
;i( obedience from <.lLordinates. Such a leader determines all
:: policy matters and normally directs subordinates Ly
-~
Yo
L)
) d: :tati1nc one step at a time. Commurit at1on tlow 1 s
C .
‘§ controlled by the leader, and usually sparse.
.
b,
<
L
.. 85
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“wt the other end of the scale 1s the participative
leader . Kather than an arbitrary approach to leadership,
tt1s leader sees the leader 's function as goa! advancement
trrough  cooperative group 1nteraction, openly inviting
cubordinates to share 1n decisions, policy—making and
e ati1orn methods.

He or she encour ages group discussion and decision

wi e seacible and loobs for alternative solutions for group

< tpr oAty oo, e a Jdemccratic leader, they "join" the

I v D at i@ by the Qroup S deci1siGns. As a consultative

c ke L e a achGlvement, d1scussion, ar gument, and group

, M YAt L ane are (onsider ed, but the | eader maintains
. Lt oAt Lt L r (18 1 S1ONS

i tiam Jitéeerence 1 n these styles of leadership 1i1s

I S e e inion mabing retained by the leader. While

P . Pader mabkes all decisions, the democratic

e e goages and assists the group 1n making decisions.

T are 4w ather leadership stvles between these two

TS c At mar: y wOu l o ar gue that democratic
rere iy gt oAt one  end 0+ the spectrum. Rather, the
. v air e vader , (haratteraised by complete freedom of

o e~ and e real directi1ve leadership role,
ve tre e titresia tl o authoritarlanism.
i, Pt Lo the  bhure2utratic leader. This leader

" im At 11, tram the organlzation and leads and manages

A T SR CY T as derained by the organization. Again, much
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%& as the autocratic leader, this style calls for “telling"
o what and how to do. Deviation from expected norms is not
2; accepted and little individual freedom is permitted.
:% Since the next variable to be discussed, 0C, is
! designed to measure the autocratic-democratic spectrum, 5t
4

:E will be a more precise 1look at relationship versus task
E* corientation.

um Evolving from the Ohio State Studies, scales to
g' measure consideration and Initiating structure were
E§' devel oped. Items on the Consideration scale describe
hﬁ behaviors that indicate a regard for the comfort and
<£% well-being of the group members, as well as an equalitarian
3:i respect for the members’ contributions. Items in the
;% Initiation of Structure scale describe behaviors that
?? clearly define the 1leader’'s role, and structure the
i: expectations of the members.
%). The original scale, the Leader Behavior Description
33 Questionnaire (LBDR) was followed by an industrial version,
ks the Supervisory Behavior Description QGuestionnaire (5BD&),
3 ) and the LBD@-Form XII, by Stogdill.
::% The LBDE was primarily designed to measure factors
iﬁ concerning the consequence about a leader’'s behavior. In a
:, comparison of the three scales, measurement of initiating
ltz structure and consideration, reliabilities were .81 and .93
% for the LBDQ, .48 and .81 for the SBDR, and .78 and .90 for
: the LBD@-XII. Numerous studies have shown the LBD@ XII to be
.
}é the most psychometrically sound.
o
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These two dimensions are used in this study because
of their extensive usage in leadership research. For
example, two-thirds of all pre-1988 leadership field studies
and over three—quarters of all studies of perceived leader
behavior used these Ohio State categorizations.’

Stogdill tested the differential validity of several
subscales by writing scenarios for that pattern of behavior,
having that pattern acted out by experienced actors, with
observers using the LBDQ-XII to describe the supervisor's
behavior. 5Stogdill concluded that the scales measure what
they purported to measure. In numerous other factor

studies, similar validity was verified.

OPERATIONAL DEFINITION. Leadership style is defined
as the degree to which the subordinate perceives the leader
emphasizes consideration behaviors more than initiating
structure behaviors. It is calculated based on the
difference between the total consideration score (5 to 50)
and the initiating structure score (5 to S@) on the LBDR
XII. A higher positive score identifies a leader with more
consideration than initiating structure behavior. A
negative score indicates greater initiating structure

behavior.
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Organizational Characteristics (0OC)

Paralleling the concept of leadership style must be
an assessment of the influence of that style and other
mechanisms on organizational processes. Lewin, Katz,
Cartwright and Zander, MacGregor, Blake and Mouton, Likert,
Bowers and Seashore, Fiedler, and Yukl are just a
representative sampling of the many researchers who have
classified the two extremes of leadership——autocracy and
democracy.

Stogdill suggested that these "dichotomies of
leadership" had similar characteristics, yet offer divergent
orientations. For example, the multi-faceted
democratic/autocratic spectrum refers to the way power is
distributed, whose needs are met, and which way decisions
are made. Participative/directive refers primarily to how
decision are made. Relations—/task-oriented leadership
facuses aon whose needs are met. Consideration/initiation of
structure questions deal with how decisions are made and to
the structuring of tasks and goals and role relationships.
And finally, laissez-faire/motivation to manage examines the
extent to which leadership is avoided or attempted.®

There are numerous methodologies for measuring
trends in productive capability and therefore the value of
an organtzation’'s assets. Likely the maost massive effort
was that undertaken at the Institute for Social Research at

the University of Michigan. Through a series of studies, a
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rationale for organizational improvement was developed. It
relied partly on "democratizing the 1leadership patterns in
the organization, predicated on the efficacy of democratic

over autocratic processes.”?

The result was Likert s'* four systems of
interpersonal relationships in large organizations:
exploitative autocratic (System 1); benevolent autocratic

(System 2); consultative (System 3); and democratic (System
4). The thesis was that if an organization moved away from
the autocratic to the democratic form of organization,
productivity and employee satisfaction would increase.
The following are brief descriptions of each system:
System 1: Superiors and subordinates have no mutual
confidence or trust in each other nor do either support each

other. Motivation is generally accomplished through fear

tactics and punishment. The majority of the personnel
dislike the organization and supervision. Most
communication is downward and leaders have little

understanding of subordinates. Interpersonal relations are
sparse between leader and subordinate. Decision—-making and
control is centralized in the top echelon, with little input
or feedback from subordinates. Informal organizations
oppose the formal one.

System 2: While many of the same characteristics in
System 1 exist, some supportive behavior is seen, although

rnormally condescending. Rewards are used and subordinate

satisfaction i1s improved. Superiors are starting to have
']
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some teel for employees needs and wants, but there is still
little interaction. Orders are issued without regard to
subordinate comment. However, there is sometimes one-~on—-one
consultations with individuals. Informal organizations are
less resistant of the faormal one.

System 1: There 1is significant enhancement of
confidence, trust and supportive behavior inspired by
greater interaction. Open discussion between superiors and
subordinates is not unusual. Rewards and involvement by
superiors provide motivation and subordinates generally feel
good about their relationships and the organization. Two
way communication results in a greater understanding of
subordinates. Decision-making is a consultative process,
however, the decisions are still made at the top. Informal
organizations, if they exist, generally support the goals of
the ftormal organization.

System 4: This phase is characterized by high
confidence, trust, motivation, two-way communication and
interaction, group participation in goal-setting, and high
satisfaction with regard to group membership.
Decision—making 1is seen throughout the organization.
Informal and formal organizations are identical.

Briefly, then, System 1 1is authoritarian, task

oriented and System 4 1s based on a greater team emphasis

generating mutual trust and support.




AN The Profile of Organization Characteristics (POC)

X measure the location of the organization on the spectrum
|

d% between System 1 and System 4.

e

R

W The POC has been administered extensively resulting
\J

o in correlations with performance ranging +rom .3 to .6 and -
H

) among the scales of leader, peer, subordinate, and

aorganizational behaviors from .4-.8.

YA OPERATIONAL DEFINITION. In determining the

i characteristics of the organization, each subordinate will

. assess the unit by completing the POC. Each subscale 1is
!
;? assigned a value from 1 to 4. A higher score as determined
L
B
w by the mean value of the 18 items indicates a more

democratic organization.

t) Leaders’ Personal Gualities (LPQ)
o
o
: Certain personal attributes of the leader are
Q: closely associated with influence on the morale and attitude
‘:j of subordinates. The self-concept of the leader is proposed
izé as among these. As an independent variable, it answers two .
j basic questions for the leader: Who and what am 17 It
3 represents the leader ‘s sel f-perception. There is a third

tacet more evaluative in nature--a feeling of worth or

unworth, success or failure, can or can’'t do.
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Sel f--concept is of special concern because a great
deal of research, to include this study, suggests a direct
correlation between this attitude of self and performance.
That is, a positive self-image is an asset.

It typically moves the leader to better performance
and frequently "motivates" the subordinate in a more
positive direction. It seems necessary that the subordinate
perceive this self-confidence in the leader. It is not
ernough for the leader to simply possess the trait, but it
must be similarly interpreted by the subordinate.

Perception is certainly a distorting factor in the
process of cause and effect analysis between leader and
subordinate. Perception has been defined as "the process of
becaoming aware of objects, qualities, or relations by way of
the <cense organs."!' It has also been noted that ‘“while
sensory cantent is always present in perceptions, what 1is
perceived is influenced by set and prior experience, so that
the perception 1s more than a passive registration of
stimuli i1mpinging on the sense organs."!'?

The subordinate as well as the leader think, feel,
and act in response to the environment and others as they
perceive 1t. Therefore, the selft-concept is a picture of
the individual 1n relationship with that environment.

This personality factor i1n the leader determines the

relationship between character and the individual the leader

cutwardly depicts.
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In assessing this sel f-concept and perceived
sel f—concept, three scales were chosen which have historical
foundation. The first scale measures self-esteem and was
developed by Rosenberg to measure attitudes toward the self
along a favorable-to—unfavorable dimension. Several
criteria were considered in the development of the scale:
self-respect; self worthiness; at least on a par, but
certainly no worse than others; and not necessarily
perfect, but aware of 1limitations and has expectations to
grow and improve.?'’ His initial sample consisted of more
than 500@ subjects.

The reproducibility of the scale (using the Guttman
procedure) was 92 percent and its scalability was 72 percent
for his sample. Documented test-retest reliability of .85
has also been reported.

Several attempts to assure validity included a
comparison of subjects completing the 5-E scale and then
independent ratings by nurses using the Leary Scales. There
was significant association between sel f-esteem and
depression. Also, there was significant correlation between
sel f-esteem and depressive affects as measured by another
self-administered scale. Based on these and other
correlations, Robinson and Shaver recommend this instrument

where a short and general index of self-esteem is required.
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iike internal control, personal competence 1is a
measurement of personal efficacy and a feeling of mastery
over the self and the environment. There is ample evidence
that the degree of an individual ' 's competence 1in a task
determines the facilitation of learning, or modeling.‘'* As

suggested by Miller and Dollard, it is likely that early in

life, discriminative learning takes place in which
situations, models, drives, and other stimuli are
-

differentiated in terms of their instrumental association
with imitative behavior.

Although, as with other dimensions, differentiation
of models may occur for a variety of attributes, most of
these connote some degree of environmental competence. Age,
brightness, status, and skill are among the attributes
suggested.

Campbell ‘s original personal competence scale was
constructed to determine a sense cf political
effectiveness." The authors also found that personal
competence correlated positively and significantly with
strong—mindedness and trust.'?

Average inter—-item correlation for the original
administration was .16. Personal efficacy was related to
education and political awareness. The authors i1nterpreted
the complex pattern of relations to mean that education,
among other things, contributes to the feelings of personal
effectiveness. Consistent replications of this pattern 1n

later studies supports the construct validity of this scale.
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An important component of effective 1leadership 1is
how well a leader uses power in directing subordinates.
This is especially important when leaders lack
charismatic-type qualities needed to develop personal
loyalties, and of necessity must rely upon the application
of position power to direct subordinate performance.'*

The self-confidence questionnaire used in this study
was originally designed to determine whether confidence in
leadership ability was related to reliance upon passive or
nonpassive leadership techniques to cope with supervisory
problems. Seventy-seven respondents were asked to rate how
satisfied they were with their own performance in each of
several leadership skills. The sample consisted of Navy
Fetty Officers selected to set up leadership training
courses at their next duty stations.

Split-hal+ reliabilities ranged from .82-.91
Previous research found that the respondents were consistent
over several leadership problems in whether or not they
would talk to a subordinate about his poor performance,
would refer him to a superior, or would place him on report.
The reliabilities reported confirmed the findings of
individual consistency in choice of leadership actions. The

corrected split-half reliability of the Self-Confidence

scale was .81.
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Self-confidence 1s self-perpetuating, that is,

selft-confidence nurtures self-confidence. Hochbaum showed
that the more competent a person perceilves himself to be,
the less will his perception of his competence be

1influenced by disagreement with his reference group.!'®
Results of experiment using the self-confidence
questionnaire indicate that doubt about one’'s leadership
abilities leads to what has been described as a
"buckpassing" approach to leadership. I+ one were to model a
motivational pattern of a leader, it is suggested that the
subordinate is more inclined to model a leader who is
confident in their skills rather than one who is unable to
adequately perform the leadership role because of doubts

about their ability.

OPERATIONAL DEFINITION. Each commander will
self-report self-confidence, self-esteem, and competence

using the FKipnis (7 1tems), KRosenberg (10 items), and

Campbell (8 1i1tems) instruments. Higher scores on each
indicate greater self-confidence, sel f-esteem, and
competence, respectively. The same scales were modified ana

each subordinate asked to assess the traits as perceived 1n

the leader. Higher scores i1ndicate greater perceived leader

self-confidence, self-esteem, and competence.
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Internal Versus External

‘F:
.af}
-

Control of Reinforcement (SLC)

-,
fxi Feople have clear—cut beliefs about the extent to
Ia)' which they personally can control their own actions as well
r&; as environmental events. Research has show that such a
i%i belief is held reliably and relates to the way a person
e
e behaves in a variety of situations. Known as locus of
;g% control, Rotter hypothesized that some people believe that
';3 their behavior does have consequences: what they do makes a
‘:? di fference. These individuals have internal locus of
;? control. Externals believe that their behavior has no
N
:%: influence over either positive or negative occurrences.!?
LSRN
‘ = Closely aligned with need for achievement, several
::ji studies have shown that individuals with a high need for
.-
:ES achievement have been found to have more internalized
E;. attributions, of believing their own actions lead to
'jaf outcomes, than subjects who were 1low in resultant need for
'ﬁg achievement. The evidence from a number of studies?®
:\i reveals that the achievement motive, internalized locus of
“{f control, and attributing one’'s success to skill and effort
lag torm a cluster of beliefs which 1lead to successful
-'::
®: perfocrmance.
ig Reviewing briefly Rotter 's social learning concept,
.
ji;z he suggests that the potential for any behavior to occur 1in
Nl

a given situation 15 a function of the person’s expectancy

thhat the gi1ven behavior will secure the available

98

TRENChRY

"

-."‘-_ - . . J‘. ; - T A N AR ) (™ n.(jr{’-h'\_,'v\. '-J W F B4 ""*7' LS -.r
¢ {'. ~ N St LT .68, i' = !.Q.n.!'!"l‘i 0‘ & N\' .l.o'a'-" nv .o."u. l..’ o) o

Ll 20 B MO Y




TOR T I TN TR T T Y

reinforcement, and the value of the available reinforcements
for that person. A reinforcement acts to strengthen this
expectancy that this particular behavior will be followed by
reitnforcement in the future. "Once an expectancy for such a
behavior reinforcement sequence is built up the failure of
the reinforcement to occur will reduce or extinguish the
expectancy."?

Rotter proposed that one would anticipate that the
more clearly and uniformly a situation is labelled as skill
or luck determined, the lesser the role such a generalized
expectancy would play in determining individual differences
in behavior. Therefore, learning, or modeling, under skill
conditions is different from modeling under chance

conditions.

This wvariable is of ma jor significance in
understanding the nature of learning processes in
different kinds of learning situations and also that
consistent individual di fferences exist among

individuals in the degree to which they are likely to
attribute personal control to reward in the same
situation.?®
In the development of his theory, he was concerned
with the effects of perceived internal vs. external control
of reinforcements, that 1is, whether a person has control
aver what happens to them. Numerous studies measuring thais
construct were reviewed by Lefcourt, who concluded that this

variable is a valid construct and extends some of the

research 1n causal relationships and development of wmastery

by Fiaget and Gdler.
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Rotter himself discusses the similarity of this
concept with alienation, competence, field dependence, and

ego-strength.

Rotter 's unusually consistent ftindings:
1. People in American culture have developed
generalized expectancies in learning situations in

regard to whether or not reinforcement, reward, or
success in these situations is dependent upon their own

behavior, or is controlled by external forces,
particularly 1luck (or) chance, which are fairly
consistent from individual to individual. If subjects

perceive a situation as one in which 1luck or chance
determines the reinforcements, then they are less likely
to raise expectancies for future reinforcement as high
following success, as if they perceive the reinforcement
to be dependent upon skill or their own efforts.

2. Not only do subjects in general differentiate
learning situations as internally or externally
determined but individuals differ in a generalized
expectancy in how they regard the same situation.?

Thus, measurement of this variable is important for
assessing the value a subordinate might apply to modeling
the leader’'s motivational behavior and how direct
subordinate’'s might differentially perceive the relationship
with the leader. But even more telling 1is his +final
conclusion.

Through his (and others) series of studies, there is
strong support that indicates an individual with a strong
belief that he or she can control their own destiny is (a)
more alert to those aspects of the environment which pravide

useful information for future behavior; (b) take steps to

improve environmental conditiaons; (c) place greater value on
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o
}i skill or achievement reinforcements and be generally more
?‘ concerned with ability, particularly failures; and (d) be
ﬁ resistive to subtle attempts to influence.
-3 The measurement tool of choice for this study is
* Rotter 's Locus of Control Scale, a forced-choice-type
: measure offering alternatives between internal-— and
Q external —control interpretations of various events.
. Following several revisions based on item—analyses, social
§ desirability controls and studies of discriminant validity,
3 a 29-item, forced—-choice questionnaire was produced. Six of
g‘ the items are "fillers". The other 23 offer choices between
s internal and external belief statements. The total score is
:: computed by summing the number of external beliefs endorsed.
;' The test-retest reliability of the 29-item scale is
’j consistent and acceptable, varying between .49 and .83 for
3 varying camples and intervening time periods. The
4 performance of subjects on the I-E scale is consistent with
g their performance on a variety of other self-report devices,
.: to include the California Psychological Inventory and the
‘% Adjective Check List.?
;; According to Rotter’'s various experiments, internal
SS consi1stency estimates are relatively stable and are reported
; in extensive tables in his 1966 monograph.
{g{ For example, a Kuder—-Richardson internal consistency
|
fé analysis resulted in r = .70 for both males and females.
2 Test-retest reliability coefficients were also computed with
if similarly acceptable results. Correlations with the
e
W
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3§R Marlow-Crowne Social Desirability Scale range from —.07 to
.:‘.v:‘
o -.35. Several factor analyses reported by Rotter support
;ﬁk the assumption of wunidimensionality of the I-E scale and
“u
99
fﬁ numerous laboratory and survey studies give evidence for its
Oy
‘?; construct validity.
‘4 &
i
\f OFERATIONAL DEFINITION. Each subordinate completes
0.‘.
!
el the modified 2@-item Rotter Locus of Control Scale. One of
ﬁ'i each of the paired items is identified as indicating greater
‘:'; external locus of control, with that one item scored as +1.
ey
§
~Jh‘ A higher score (@-20) indicates a greater need for external

At reinforcement.

fﬂ&

40 Productivity (Prod)

5:'

;ﬁ? One last variable in the research is that of
)

l)“ productivity (Prod), or output. In this study, it is
?'; operationally defined as the level of attainment of specific
k)

é%: goals. On an interval scale, each organization is
P

;4 rank—-ordered based on certain qgualitative and quantitative
":‘ criteria. Higher productivity is defined as a higher

interval rating on the productivity scale.
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A CHAPTER V

& RESEARCH METHODOLOGY

*Z3

A

R According to Miner’'s hypotheses, motivation to
:3 manage 1s most suitably and scientifically validated in
E% large, bureaucratic organizations. Intuitively, his six
ne role prescriptions would seem relevant in all organizations,
$ however, there is currently no scientific evidence offering
';é proof.

4 Therefore, it was essential to select an
:; organization that meets his definition ot a large
?3 bureaucracy. For this research, the study was conducted in
:J the United States Air Force Recruiting Service (USAFRS), an
é organization consisting of more than 3008 personnel. The
.E overall organization 1is geographically divided into 35
?: subordinate organizations, or squadrons (5@).

;? Following is the rationale for the selection and
Y comparison of these specific organizations:

:ﬁ a. All 35 organizations have a standardized
;% . organizational structure and authority lines. Status,
& position (legitimate) power, and responsibility of each of
:z the commanders (generally lieutenant colanels) and
EQ subordinate supervisors (captains and chief master
3: sergeants) is relatively equal based on military rank,
"

;

t

g
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definitive job descriptions, Air Force regqulations, and

& Recruiting policies. Each commander has nearly identical
fi formal rewards and punishments available.

N
6
"% b. Each squadron has a very specific measurement of
if& organizational effectiveness, or productivity (output). This
%; measurement is calculated through two very precise
wh formulations: goal allocation and competition. Each
ﬁg squadron is assigned monthly and/or annual goals in 14
i%; separate programs (e.g., enlistment programs for those with
E%‘ rno previous military service experience; pilots; navigators;
%g nursessy and physicians.)
;ﬁﬁ Goals for each of these programs are calculated on a
. :’ variety of factors, generally categorized as market factors
@?_ {including population, schools, military installations, and
gr. unemployment); manpower (i.e., how many individuals are
?3 assigned to accomplish a goal); and propensity, a
&* determination of potential based on historical
%Aq accompl ishments.
:hg. Derived from the total USAFRS goal, each sqguadron,
;l, then, receives a "“fair-share" proportion, which would
Fats
:?S approximate equal levels of effort for each of the 35
?i% squadrons in each of the 14 programs. This distribution of
3 } goals allows all squadrons to be competitive in the national
%#3 rankings, or competition system. Although admittedly not a
ik
ot
Y% >
o
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foolproot system, 1t factors out many of the inequities,

leaving such constructs as leadership and motivation as a
major i1nfluencing variable in assessing performance, or
productivity.

In determining performance, a national competition
system i1s devised which assigns weighted values to each of
the fourteen programs as well as other qualitative and
quantitative factors. This weighting is designed to define
program priorities for the subordinate organizations so they
can best determine resources to be allocated to specitic
programs.

For example, a program such as pilots may receive
minimal value because the requirements are small vyet the
supply, or the number of people looking for pilot positions,
is high. Thus, the program is less difficult than the
physician program, for which the relative supply/demand
ratio is smaller, therefore, the pilot program receives a
lesser weighted value.

Then, monthly, quarterly, and annually, each of the
35 squadrons 1s intervally ranked 1-35 based on their total
performance in all measured competition areas. For this
study, some modification has been applied to these rankings,
primarily for the purpose of masking specific orqanizations
to maintain anonimity.

Interval rankings 1n this study are based on 16
months of performance (October 1, 1985-January 3@, 1987.)

In general, the squadron 1dentified as “f” has met and
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\% exceeded its goals more than the 34 other squadrons during
"
W this time period, “2” more than the lower 33 squadrons, etc.

.

c¢' Squadron ”“35“ has the worst performance of the 35 squadrons.
L,
'
b 2.

S

w c. The toocls and methods for obtaining goals is
.
W standardized throughout the 35 organizations. All personnel .
-

“‘ . N . . . . . .
ol receive identical initial and on—going training and periodic
¥ "
i |
* inspections and evaluations ensure standardized use of these ﬂ
|

e
ol tools and methods.

I‘.
)

'

R d. As expected in a military organization, there is
ﬂ;{ a prescribed set of social behaviors, norms and roles.

= Status is conferred via rank and position.

>

jg e. Pay is not a motivator for enhanced performance,

*.‘l" |
’. as salary and bonuses are determined by public law. Salary i

|

3; also does not determine status as all captains receive ‘
ﬁ% basically comparable pay based on time in the service.

g
f@ Promotion and upward mobility are also not necessarily
4. motivators as the immediate supervisor does not directly

Yo determine rate of advancement. Although annual performance

>

:j reports are rendered on each individual, promotions are -
b

:: determined by a central selection board, and each individual
pg{ is "compared" with peers Air Force-wide. An individual can
{f< only be promoted during certain time phases. For example,
B2y once promoted to captain after four years of commissioned
@
y* time, more than 95 per cent of the captains cannot be
)
P ‘
"
1)
o

»
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promoted until their eleventh year of commissioned service.

The majority of the subordinate officers in this survey are

not vet eligible for promotion.

f. Job security 1is not a threat, unless an
individual i1s velieved ot duty for cause, which would
include a severe breach of integrity or willful violation of

regulation or policy. This is a very rare occurrence.

g. The relationchip between the leader and the
subordinate supervisor 1s a formal and recognized dyadic
relationship. While 1t i1s “formally” standardized by rank,
military courtesy, etc., it is obviocusly varied by
personality, motivation, caompetence, etc., the main

determinants of this study.

Given these sets of conditions, many of the
situational “motivators" normally at wor k within an
organiization are factored out, placing the leadership itself
and the relationship between the leader and the subordinate
on a more signiticant plane. This allows the research to
concentrate more directly on the correlation of the level of
motivation generated between leader and subordinate

supervisors.
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The specific sample for this research consists of 35

squadron commanders and their seven subordinate supervisors

[six captain staff officers {operations, advertising,
resource management, officer training school, nurse, and
health professions) and one chief master sergeant

superintendentl. The procedures for data collection are as
follows:

Two separate questionnaires were constructed, one
for commanders and one for subordinates. The commander’'s
scale consisted of a selft-report of confidence, esteem and
competence as well as motivation to manage. The subordinate
scale measures organizational characteristics, leadership
style, locus of control, subordinate perception of the
leader ‘s confidence, esteem and competence, and motivation
to manage.

Before administration of the SUrveys, several

preparatory steps were taken to enhance the credibility and

return rate of the surveys. First, permission and
endorsement were received from the USAFRS commander
(brigadier general) and a cover letter from the USAFRS

vice-commander was included with the survey instructions
encouraging honest evaluations and reaffirming anonimity.
Second, the survey was authorized as a United States Air
Force survey by the USAF Military Personnel Center. By
assigning a survey control npumber, respondents were aware

that this was indeed a legitimate survey.
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5
g Just prior to the distribution of the instrumente, a
b
- letter was sent from a senior officer to each of the 305
:% squadron commanders, advising them that the survey was

forthcoming and asking for their local endorsement of
anonimity and honesty.

4 . Rather than distributing the surveys directly to
each of the 35 commanders and 245 subordinate supervisors,
each squadron operations officer was designated as a survey

officer. A personal letter from a senior otfficer was

gt SR SO Y

addressed directly to the operations officer, describing 1in
i detail the procedures. The operations officer received
) sufficient copies of the questionnaire, answer sheets, and

envelopes for all personnel. Each respondent was asked to
, place the completed survey in the provided envelope, seal
- it, and return it to the operations officer, who collected
e all the sSurveys and returned them to the

researcher.

0f the 245 subordinate surveys, 214 were returned,
for a total return rate of 87.35 percent. Eight of those
s returned were unuseable. O0Of the 31 remaining surveys, the
! . majority were unreturned because the respondent was no
[ longer assigned or on extended absence for school, etc.
All 35 commander surveys were returned. However ,

¥ one was not completed. MM., LSAsx, LSAc and LSAec fOr this
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particular organization (29) was calculated by substituting
the mean value for those scores of squadrons ranked in the
same quartile based on Prod.

Once the raw data was entered into the Statistical
Package for the Social Sciences (SPSS) computer program, two
primary statistical analyses were performed.

The first was a bivariate correlation to summarize
the relationship between each of the variables. Using the
Pearson Product Moment Correlation, r, a correlation
coefficient was used to indicate the degree to which
variation in one variable was related to variation in
another. Not only did this correlation summarize the
strength of the association between the pairs of variables,
but also provided an easy means for comparing the strength
of the relationship between one pair of variables and
different pairs.

For a simplistic definition, if the value of r is
close to zero, it can be assumed that there is little or no
Iinear relationship between the two variables. If the
values of r approached +1.0 or —-1.8, there is likely a
strong linear relationship. A more positive r indicates a
direct relationship, where a more negative r indicates an
inverse relationship, that is, as one variable becomes
larger, the other becomes smaller.

Where the strength of the relationship was more
important tharn the direction of the relationship, r2, was

used, measuring the proportion of variance in one variable
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"explained" by the other. This variance is the measure of
the variability, or lack of homogeneity, in a varilabile.
When the cases cluster close to the mean, variance will be
small; as the cases become more spread out, variance
1NCreases. The objective of this correlation analysis was
to determine the extent to which variation in ore variable
was linked to variation in another.

On the other hand, the second set of procedures was
designed to analyze the relationship between the dependent
varirable, Prod, and all other independent variables.

As a descriptive tool, the most important use of
this technique is to find the best linear prediction
equation and evaluate 1ts prediction accuracy, to control
tor other confounding factors 1in order to evaluate the
contribution of a specific variable or set of variables, and
to find structural relations and provide explanations for a
seemingly complex multivariate relationship.

It 1s through this multiple regression analysis that
the null hypothesis will be tested, that is, for example,
there 15 no linear relationship between Frod and all the

1ndependent variables.

Since the hypotheses indicate that the strength of

the i1independent variables 1ncreases productivity, the

v
- .v. X,

program was so designed to evaluate the hypotheses based on

quartile observations.
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':ﬂ Since each squadron consisted of only one commander,
’l
L .

the degrees of freedom within each squadron was only 1,
gﬁi eliminating any statistical tests for evaluation. By using

s
e
«i‘ quartile data ranked by the particular independent variable
Do
'?3 being analyzed, there existed either seven or eight degrees
N
= of freedom, allowing for the computation of r and other
l:f: statistics. This manipulation will be further discussed
i ‘-r'u
) later.

O
:ﬁ One final note before reporting the results. In the
ol

AV
,tJ majority of cases, standardized, or 71 scores, are used. By
I ;@

,
;‘ using Z scores, the various scales, which all have different
jit value ranges (for example, the Miner Sentence Completion
t;: Scale ranges from —-35 to +35, while the Organizational
o
. J'_'

{ Characteristics scale ranges from one to tour) are
-;- equalized, making the mean of each scale zero and the
Si standard deviation one.

<

]
/

When Z scores are used, the variable wi1ill be

1\ "

!
»

preceded by a Z, e.g., ZMM_.. The use of standardized scores

P r S,
PN
Pt Ny
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allows for easy comparison of dissimilar scales.
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Ore t+inal comment is appropriate before reporting

. N

the results. The population from which the sample is chosen

[CSEN

..‘.“,
RARES e

is obviously limited in size. Throughout the literature on

f:4
;; =tati1stical analysis, 1t is accepted that larger sample
:H' s1:2e 1n multivariate procedures provide better results and
v
-
:A' = substantial decrease in the probability of error.
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& However , since economies of data collection and the
&
¥ availability of appropriate samples for measurement dictate
4 certain limitations, intuitive judgments must be utilized
: based on the knowledge of the data. By collecting a large
5
quantity of in-depth information, as 1is being done in this
i
Y study, some ad hoc interpretations of the measures of
1,
central tendency, for example, can still provide revealing
information.
i
. }
&y
P
K}
o
3
4
)
A
)
|/
)
)
&
' .
0
)
{

fn:l

DTN '&" V¥ " g‘ A A
A AP LN P8 '.:f".,s"q‘ﬁ n A% R '.‘I.q, SO




CHAPTER VI

FINDINGS, ANALYSIS AND DISCUSSION

The first section of this chapter reports basic
infarmation generated by the surveys. Although there i1s no

intent in this research to analyze data by wunit or by
individual vari:able, some general observations will be made
to provide a broad perspective of the population surveyed.
These observations will also serve to indicate implications
for future research.

The second section will analyze the findings
relevant to the hypotheses formulated in chapter one and

provide a general discussion of the results.

General Findings

Demographics

A= indicated in graph 1, of the 286 subordinate
respondents f(only 204 indicated sex), 20.6 percent where
temales and 79.4 percent were males, which very closely
parallels the U.S. Air Force demographics.

Nearly 41 percent of the subordinates were between
the ages of 326 and 48. Only one respondent was under 25,
with each of the remaining ranges approximating 28 percent

each. Only 17 percent have been on active duty +for less
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than S vears while more than 31 percent had been on active

duty between 46-10 years.

Appendix A depicts a by—-unit frequency analysis of
subordinate supervisor demographics.

Of the 35 commanders, 34 were male. They averaged
17.9 years of total active duty time, ranging from 12.5 to
32 years. The overall average for time as the commander of
the current squadron was 1.23 vyears, although some had
previous recruiting squadron commander experience. The
range for time as commander was from 4 months to 33 months.

Graph 2 gives a representation of time in service
and time as commander by squadron.

It is important to note that each commander 1is
handpicked for the position. All performance records are
reviewed and the Recruiting Service (USAFRS) commander
personally interviews and determines whether the individual
will be selected and, based on personality and other
characteristics, is assigned to a squadron that might best
suit the talents, background, etc, of the individual.

Fromotion rates among USAFRS squadron commanders are
significantly higher than USAF averages, indicating that the
quality of the individual assigned exceeds the general
quality of Air Force aofficers of equal rank.

Approximately S50 percent of the commanders turn over

annually, as the tenure routinely averages two years.
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Graph 1. Subordinate Demographics.
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fy Froductivity

o

Jf Graph 3 shows the relative rankings of the 35

;g squadrans. This information 1s based on the 16 months of

%h: per formance immediately prebeding the administration of the

f% survey. Although fourteen of the commanders were not in -
;& place during the entire sixteen months, only three (13, 23,

%} arnd 27), were in place 1less than half the time. The '
:2 assumption is made that there is sufficient time in position

:5% for the commander to have affect on the measured variables.

tif Using raw scores, productivity (Praod) ranges from a

A tigh of 137.1 to a low of 64.3. The overall raw mean

‘E% equalled 96.16. I scores range from 2.35 above the mean to

fii 1.94 below the mean. (It should be noted that the raw

g&* values do nat egquate to percentages. They are a calculation

g: tased on a combination of the 14 recruiting programs using

-
-

P %
e

the goal allocation and competition systems detailed in the

C

ot previous chapter. These rankings from 1 to 35 do not
LS
SN
a:y' necessarily correspond directly to standings in the overall
;ﬁ:
Efa lFecruiting Service competition system.)
ﬂf Graph 3 1s the general orientation for the majority
L
‘:E: =t the graphs 1n this section. "1" 1s the squadron with 9
=2
:f Frod equal to 2.35, or the highest productivity, while
L}
.\k A5 equals -1.94, As each variable is plotted, the same
‘.‘"
<. . . . . .
':¢ 1identifiers will be used consistently on the X axis, helping
(" "
Ry to frame a general reference for that variable’'s affect on
e .
,.:...l productivity.
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'"|:.'|
ah
P
t
. 118
oq

o . ] 4 \ \ '. byt ' () N ¥, ' ()
' I':.I by, ‘n,l'. ‘ ,l« \l’el 't ln) .. . '.. 'I‘Q A'o‘ “l ] .,0'.‘, . 'y q‘l l" l%,t'q,l'; l'g_,l‘ .0’.]‘ .‘0,..‘ h ’l‘.'l‘.,l.p.l



Graph 3.
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Organizational Characteristics

Organizational characteristics (0C) was previously
identified as a scale ranging from 1 (highly autocratic) to
4 (highly democratic) based on Likert 's System 4. Using the
FPrafile aof Organization Characteristics, each subordinate
rated their particular squadron and the squadron’'s profile
wasz calculated as the mean of the scores of the
subordinates.

Appendix B lists the specific OC scores +for each
sgquadron and also the means based on Prod quartiles. Graph
4 shows the raw scores and the quartile means (1-9; 10-18;3
17-27; and 28-35). The overall mean is 3.02, indicating a
very highly democratic environment.

It is evident from the graph that although there are

major ftluctuations in the ranges (especially in the first

quartile), there 1is a definite trend towards a less
democrat:ic environment as productivity declines. The
auartile means drop consistently from 3.14 to 2.92.

As an cbservation, the highest rated 0C squadron (3)
15 currently commanded by the second most senior officer who
re also among the top three most experienced commanders.
15 particular squadron has a recent history of continued
s cesses,

Conversely, the two most autocratic squadrons (22
arnd 33) are commanded by the more junior commanders both in

terms ot time 1n service and time as commander. The




commander in 33 inherited a failing squadron with a new
staff, to include a new superintendent, the senior
non-commissioned officer in charge of production.

Althouagh 1t is beyond the scope of this research to
correlate commander demographics such as tenure with

productivity, further studies might consider such analyses.

Leadership Style

Leadership style was also measured as a perception
by the subordinates of the commander. Two values are
plotted. The first, initiating structure (St;as), determines
the amount of task orientation of the commander. The second,
consideration (Stcowns), measures the level of relationship
orientation of the commander. Twenty questions (ten for

each variable, valued from zero to five) give a range up to

S50 for each. The cverall mean for St;es was 39.88 and for
Stcone was 35.64&. Graph S i1ndicates the raw scores and the
quartile means. Appendix B lists the exact scores.

With only four exceptions (28, 24, 26, and 29),

every commander displayed greater Stie than Stcones
behaviors. Graph & shows the difference (Stie minus Stcoms)
1n the values. For example, squadron 22 had the highest

Stre scure and the lowest Stcone store, for a difference of

16.62. (Squadron 22 also ranked as the most autocratac

squadron.) The mean di1fference 1s four.




Graph 4. Likert's Profile of Organizational
Characteristics (Autocratic [l1] to Democratic {41])
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Graph 5. Leadership Style (St), Task
Orientation and Interpersonal Relations Orientation,
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Leader=" Ferconal Qualities (Self-Reports)

o Each commander was asked 23 questions to determine

' an assessment of their own self-esteem, competence, and
self-confidence. Graph 7 shows the 7 scores of each of the
three variables.

By Generallv, the highest scores were in the

sel f-esteem appraisal. Seventeen of the 3% commanders rated

tremsel ves at the maximum end of the scale, or 4@8. The

lowest recorded score was 33 (bhy squadron 33), —-1.76 below

the mean. The overall mean was 38.1G.

: Quartile means declined with production (raw means
:3 of 39.11, 38, 37.89, and 37.43). Six of the nine top ranked
.f‘ squadrons had sguadron commanders rating themselves at 40.
3: Four of the bLottom squadrons were rated 40, but also had
.E three with very low scores.

' The most variance was detected in the
ﬁ; self-confidence measure. With a maximum possible score of
i 3%, only four commanders rated themselves at 35, {These
: . same four, 2, S, 1@, and 23 also rated themselves as 40 on
{ the self-esteem scale.) The mean was 3@.468. Again, there
‘9

f} 15 a slight drop 1n quartile means as productivity
g decreases.

: The +t1inal measure, competence, had the overall
3 lowest scores. W'th a possible maximum scaore of 32 and a
; mean of 27, oniy one commander (34) indicated the maximum.

N {This same commander also had the highest scores on  the
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-3; other two variables.) One commander (3%) rated himsel+f
b
2 § nearly two and one half standard deviations below the mean.
{H This commander had a low esteem score and the lowest
15 i
;3, sel f-confidence score.
.;.‘.
<)
7#;; Leaders’' Personal Bualities (Subordinate Perceived)
LA
R \::\
- -‘_‘-
N
O As suggested in Chapter I, 1in a leadership
';b} transaction, it is essential to ascertain not only the
I qualities of leadership within the leader, but how those
AN
o qualities are perceived by the followers——because leadership
4
SN is a two-way activity.
y Each of the subordinates was asked to rate their
Y
e
LR commanders using the same scales (slightly modified) the
&
:q}; commander used to rate themselves. The unit score was the
0
-xu mean value of all the subordinate responses. As might be

expected, the overall subordinate appraisals were lower than

the leader self-reports.

LY

25? While the leader’'s self-report of sel f-esteem
ifxﬁ averaged 38.15, the subordinate assessment was 35.93. For
:ﬁf competence, the leaders’ mean score was 27 and the
ﬁ? subordinates’ appraisal was 25.85. And for self-confidence
:;5 the scores were 38.68 and 27.37 respectively. Graph 8 shows

the Z scores for each variable. Graphs 9, 10, and 11 make

s1de by side comparisons of the I scores for each of the

variables.



There are some significant discrepancies that could
be explored in further research. For example, the squadron
1 commander consistently rated himself below the mean, while
the subordinates consistently rated him above the mean. The

same is even more apparent in squadron 35. Subordinates 1in

this squadren rated the commander significantly above the

mean in all cases while the commander rated himsel f
significantly below the mean. {For squadron 35, ZlLSAge =
-1.89; ZLSAc = -2.42; and ZLSAmc = —2.25.)

Appendix C lists the raw scores and gquartile means
for all six LPE variables.

Gra#h 12 portrays the quartile means for each of the
siy rated variables. {There is no numerical relationship on
this chart between variables. There is a statistical
relationship between quartiles only. The intent of this
graph is toc show the direction of the LPR variables with
reference to Prod.) In an assessment of a leaders’ personal
qualities on the performance of an organization, one can see

general downward trends from the first quartile to the last

quartile.




Personal Qualities in Standard Scores.

Leaders'

Graph 7.
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Subordinate's Appraisal of the Leader's

Personal Qualities in Standard Scores.

Graph 8.
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Graph 18, Comparison of SALCGCY and LSHE
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Graph 12. Relative trends of leader's Personal Qualities
using productivity quartiles.
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Locus aof Control

Locus of control refers to the ability of the
individual to self-motivate and self-reward. Specifically
1t determines whether an 1i1ndividual requires external
reinforcement or can intrinsically reintorce and motivate
themselves based on the assessment of their own performance.

The scale used consisted of 20 questions. A higher
score (maximum score is 20) indicates a greater need for
e~ternal reinforcement. The means of the squadrons ranged
trom 18.6 (16) to a low of 4.8 (1). The overall mean of the
csguadrons was 7.2.

Graph 13 indicates the means of each of the
squadrons. There appears to be greater variance in quadrants
one and two and less in three and four. Because of this
varirance, the means increase as productivity decreases.
Quartiles 1-4 means equal 6.36, 7.52, 7.7, and 7.17
respectively.) This might indicate that as less recognition
1s achi1eved because of lower productivity, there exist a
greater need for external reinforcement. There 1s 1less
sati1sfaction in individual performance when organizational
per+armance is failing.

{(Note: Squadron S appears as an anomaly in quadrant
i. There were only three respondents, which might suggest a

tr1gher deviation from the mean.)
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v Graph 13. Subordinate's level of external/internal
o locus of reinforcement.
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n? Motivation to Manage
t
i
~ The final variables are MM_ and MMa, from which is
12: determined the predisposition toward Miner’'s six role
N
. prescriptions. But more specifically, it evaluates the
Q, positive or negative regard with which the individual ’
&
f accomplishes his or her job as a leader or as a manager.
- Scores can range from -35 to +35. The overall mean
.3 for commanders was 12.03 and for subordinates was 9.3.
S
f Graph 14 compares MM_. and MMs and indicates the qguartile
» means. Appendix D list exact scares.
o Even considering the fact that n = 1 for MM_ and n =
7 J.
'i S thru 7 for MMeg, it can be seen that there is a much
o
g
- greater variance in MM_, ranging from 24 to @, while MMg
A
45 ranges only from 14.17 to 4.33. There is no discernable
N trend in MM_ against FProd while there is a consistent
<.
LS decline fraom 10.16 to 8.56 in MMa.
:{ Note that squadron 3, high on both OC and Stcoms,
o
R
f}f ranks high on MM_, indicating that there may be a
g relationship between an individual ‘s attitude toward their
“: job as leader/manager and the environment they create. Also
N ‘
e note that squadron 35, a consistently low rated squadron for )
\
LSA, 15 low in MM_.
-@
': The correlatiaonships between these two variables
2}
L
ij serves as the basis for the following discussion an the
."J
B

thypotheses put forward in chapter one.
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o Graph l4. Leader and subordinate Motivation to Manage
;s and quartile means.
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Analysis and Discussion

This section reports the general statistical
analysis of the collected data. The first part rank orders
each of the variables in quartiles based on the means of the
ranking variable, from highest to lowest. Then, the
guartile means of each of the other variables is calculated
to assess trends which may be dependent upon the original
variable quartile ranking.

For example, the top nine ranked squadrons based on
organizational characteristics (0OC), table 1, comprise
quartile 1. Means of each of the other variables is
calculated based on those same nine squadrons, providing a
trend analysis of each variable within the guartiles grouped
by the "“ranking" variables, in this example, OC.

When significant, values of r, the correlation
between two variables, are provided.

Subsection two briefly discusses a multiple
regression analysis in an attempt to define an eguation that

can best predict the dependent variable, Prod.

Measures of Central Tendency
and Correlation Analyses

Organizational Characteristics (0C)

The most influential variable in this model is the

degree to which the organization 1is more democratic.
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3 Recalling Likert s thesis, he said that 1f an organization
X
\ moved away from the autocratic to the democratic,
s productivity and employee satisfaction would increase.

%

y

" A more democratic organization is characterized by
N

T greater confidence, trust and supportive behavior.
g Democratic environments facilitate cooper ative goal
2

'j achievement and enhance personal growth and development. It
* is the most subordinate-oriented organization. Even as far
{ back as the Hawthorne studies, it was noted that those
2
B

<t organizations providing high levels of esteem and
v self—actualization on the job were seen as most productive
‘{ because employees felt a sense of worth.

; This research replicates the findings of the many
,'. studies which suggest higher productivity in more democratic
A

- organizations. As was seen in graph 4, there is a very
-

. notable decline from a more to a less democratic
. organization as productivity decreases.

1

. In table 1, OC measures the spectrum of democratic
w S

9 (4) to exploitive autocratic (1), based on Likert’'s System 4
‘ theary. The range in this sample is from 3.36 to 2.67 1in
L)

o quartiles, with an overall mean of 3.02.

%

L As anticipated, the amount of consideration behavior
a‘

“ {Stcons) drops dramatically as organizations become less
‘j democratic. The amount of 1nitiating structure behavior
4

. only drops slightly. The difference in the means between

v

<
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the two leadership styles is greater in more autocratic
organizations, quartile 4, indicating there is more balance

in leadership styles in more democratic organizations.

TABLE 1

Organizational Characteristics (0C)
Ranked in Guartiles by OC

JARIABLE Overall Quartile | Buartile 2 Quartile 3 Buartile 4
L3Rec 33.48 32.25 27.88 38,87 3.9
L5Aee 38.13 39.08 37.12 37.44 39.08
L3k 27.88 21.75 25.62 26,33 28.22
MM 12.83 18.38 11.12 14.00 12.32
Mg 9.30 9.26 9.57 9.58 8.84
Stie 39.88 48.15 40. 48 37.78 38. 1
Stcone 35.66 38.08 36.82 34,69 33,23
Shlec .37 2911 28.60 26,28 23.42
FL 25,85 27.14 26.80 25.89 25.25
ELIEY 35.%2 37.22 35.36 35,43 35.498
5Ll 7.28 8.92 7,04 7.42 7.34
T R IR B ez 3,38 3.18 2.94 2,47

There is also an increase in the apparent required

amount of subordinate external reinforcement as the
organization becomes less demaocratic. This trend is
probably a result of fewer available rewards 1in less

democratic organizations. The absence of recognition and
reintorcement serve to highlight the need in those
indi1viduals requiring such reinforcement.

The subordinate’'s appraisal of the leader ‘s

self-confidence, self-esteem and competence decrease as the

140




Q. rra

organization becumes less demacratic, There 1s no si1milar
trend among the leader s own perceptions. In fact, 1n
organizations rankea the most autocratic, leaders’ perceive

higher competence than 1n more democratic organizations.
They also nhave equal levels of sel f-esteem.

Leaders 1n more democratic organizations tend to
have less positive regard ((MM_) toward their leadership
roles while thase 1n more autocratic organizations have a
stronger and more positive attitude. Considering Likert's
definition of System 4, such results are not contrarv. In a
more democratic environment, the traditional leadershiop
roles are more shared and more consultative. The leader’'s
involvement 1s more facilitative, supportive and less
directive.

The leader of a more democratic organization
advances a "team" philosophy rather than a hierarchical or
bureaucratic scheme. This suqggests that a leader is less
inclined to self-report in definite terms of specific
leadership roles when self-perceived as less directive and
more supportive.

It is validated that the nature of the organization,
ranging from autocratic to democratic, has a major effect
on productivity as the organization becomes more democratic.
In fact, as will be seen in the section on regression
analysis, oc is the primary variable influencing
productivity. And there is, 1n fact, a closer relationship

between MM_. and MMg in quartile 1 than quartile q,
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confirming greater likelihood of modeling i1n more democratic
aorganizations. The subordinate’'s perception of the leader’'s

personal qualities parallels a decrease in OC.

Leadership Style (St)

Corresponding to a move from more democratic to more
autocratic organizations, similar trends resulting from more
task—oriented leaderéhip styles would be expected. As
Stogdill predicted, the difference in consideration and
initiating structure behaviors on the part of the leader do
produce different effects on the behavior of subaordinates.

It is generally accepted today that no one
leadership style works best in every situation. As Life
Cvcle theory proposes, there is a need for flexible,
adaptable leadership behavior depending upon the
subordinates and the situation.

This study shows that it is important for a leader
to find an appropriate balance between task and relationship
orientations. Gtogdill ‘s studies also indicated that the
most effective leader concentrates primarily upon improving
organizational function rather than emphasizing technical
details.

The ratio of these two types of leadership behavior
attects productivity. One would surmise that the ratio is

determined by the context in which the leader must act,

1.e., the situational, or contingency approach to




"
4,
KR
)

g
o
~§ﬁ leadership. A commander must assess the situation he or she
)“ has either inherited or created and adapt their leadership
‘0 style to the environment.

ey

N

i\ In table 2, the difference between the means of Stye
" W

%‘ and Stcomns drop from 6.64 in quartile 1 to .99 in quartile
Wy

ﬁf ; 4. This indicates that the slope of the decline 1in
‘0

:&, initiating structure is far greater than that of Stcons.

IN(L)

et Also, while Sti:g declines, SLC increases. Again,
o this suggests that greater external reinforcement is desired
N o

oy
f:: when the leader spends less time assigning tasks (for which
S
e,

19 recognition is more likely) and allows more freedom in
:}i individual work requirements.

3

".J
R TABLE 2

N

.? teader ‘s Initiating Structure Behavior (St;g)

- Ranked in @Quartiles by Sti:e

e

oY VAR TRBLE Qverall Buartile | Quartile 2 RQuartile 3 duartile 4

2 Lihac 30.68 30. 44 3183 30.22 .55

= L5hee 38.15 37.78 38.13 38.56 18.13

;2. L3he 27.08 26,67 28.50 26,44 26.50

"

N ML 12.83 9.88 14,25 11.44 13.88

.' g 9.38 9.86 9.63 9.73 8.08

.. Stig ----o-- ISSRREIPRLN 42.83 4089 38.34 3519

o Stcows 35.66 36,19 36.23 35.98 34.20

>

s ShLec 237 29.00 28.91 26.64 25.15

-@:

P e 25.85 27.29 26.09 25.88 24.12

e e 35.92 37,33 36.28 .00 34.21

< 5 7.2 6.59 5.4 7.82 .86

o i 102 3,09 312 2.9 2.93

L]
v
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?\' There 1s also a decline in MMg and an increase 1in
gﬁ’ MM_ as St:s decreases. Contrary to what was seen in OC, as
;ﬁ: the amount of 1initiating structure behavior decreases
f§§ (presumably more democratic), a leader appears more likely
:nﬁ to accept a positive regard toward expected leadership
giﬁ roles. On the other hand, subordinates are less likely to
3;3 accept those roles when the commander is less task oriented.
5;? Subordinates perceive a decline in all of the
:g¢ leader 's personal qualities (LPR) as less Stis is
5. experienced. Again, no similar trend is recorded by
;ﬁt commanders. Commanders with more balanced Stye and Steons
~: view themselves relatively equal to or greater in LPE2 than
ii; those displaying greater Stie than Stcons.

E;f{ In table 3, Stcons drops more than Stie. As the
‘§¢ difference between the two means increases and St:g becomes
75% more predominant, 0C decreases toward a more autocracy.

Tﬂxj Subordinate’'s also perceive a decline in the
ﬁi' commander 's personal qualities as consideration behaviors
;%ﬁ decline and St:g becomes more predominant. However, the
E:f ieader ‘s actually rate themselves at a higher competence and
?;f self-confidence level as they act less supportive.

E;a: There is a slight increase in the need for extrinsic
;¥§; subordinate motivation as consideration decreases. However ,
;% 1t 15 much less than the increase in SLC as Stia decreased
-gi irn table 2. Such a trend may confirm that Stie is more
:;:f relevant in a subordinate’'s determination of need for
iﬁ? external reinforcement.
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W TABLE 3
W
- Leader ‘s Consideration Behavior (Stcows)
" Ranked in RQua~tiles by Stcone
YARIABLE Overall  Quartile | Buartile 2 RQuartile 3 Quartile 4
4 L5hac 38.48 30.89 33.86 29.23 31,78
" L3hme 38.15 38.56 38.14 37.78 38.11
:’ L3 27.08 26.44 28.14 25.67 28.08
i M, 12.83 9.78 15. 14 19,00 13.99
L)
¥ M 9.8 9.64 8.63 81.45 8.25
. Stie 19.08 41.89 38. 11 38.55 38.38
' Stcawe --=---)riii¥235.66 39.135 36.93 34.64 3177
~ ShLec 27.37 29.41 27.87 26,68 25.59
12 ShLc 25.85 27,38 25.72 25.89 25.3%5
S SALse 35.92 37.68 35.57 35.52 34.88
2 5LE 7.28 7.17 7.20 6,83 7.61
x
3 3.82 3.3 3.2 2.95 2.49
)
N
) Fiedler contends that situational control is
g: greatest where there 1i1s a trusted, respected leader
:: interacting with a group that has like attitudes and
background. Certain standard procedures (St;e) would be in
W
'
h practice and the leader would have a high level of position
)
ﬁ power . Group effectiveness is contingent upon the
¢
¢ . relationship between the leadership style and the degree to
X which the group situation enables leader influence.
&)
In this study, initiating structure behaviors almost
always exceeded consideration behaviors. This is probably
j not unexpected in a military organization. The difference
f 1in Stia and Stcone Means was greater in more productive
4
squadrons (4.4 1n quartile 1 and 3.2 in quartile 4.)
) 145
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Power i1s wielded through leadership style. It has
already been established that position, or formal power 1is
relatively equal across all 35 organizations. Therefore,
personal power, the result of leader characteristics and
traits, is the implied power variable. Although personal
power was not measured, 1in can be partially inferred from
the results.

Higher total 6t scores in the most productive
squadrons indicate more leadership involvement.
Corresponding higher LP@ scores are the results of stronger
and more dominant leadership qualities. This suggests that
commanders of more productive squadrons dao, indeed, possess
certain qualities that are attractive to the subordinates.
Because of those gualities, leaders are able to exert more
influence in their leadership roles.

For example, as discussed in previous chapters,
charismatic-type leaders generally have greater personal
power. Such leaders are more 1likely to have high
self-confidence (LSAac), a strong conviction in their own
beliefs and ideals, and a strong need to influence people
(MM_). This was validated.

Leadership style, then, 1s a significant factor 1in
determining productivity. It is also strongly and
positively caorrelated with 0OC. The r value for St;g with 0OC

15 .59 and with Stecows is .74.
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0 Leader 's Ferczonal Qualities (LPQ)

b

|l

- One ot the core concepts of the hypotheses is that
}‘ high LFQ as both selt-reported and subordinate-perceived

1ncreases productivity and motivation modeling.

‘2 As the means for each LSA variable decrease, so do
}2 the means of the other two. This correlation is obvious
ay

N . )

' knowing that LSA variables are interactive. In fact, r
£
X values for the total sample are as follows: LSAme with
o LSAc, r= .565; LSAae with LS5Asc, r = .613 and LSAc with
*y

) )

LSAge, r = .&6.

. The perception ot the subordinates has a
:i consistently similar although slower decline. These, too,
)
,{ correlate very closely, as follows: SALec with SALes, r =
kY

o .61; SAlLec with SALg, r = .55; and SAlc with SALae, r =
Pl

3 .65,
-\.'

ﬁ Leader ‘s Self-Confidence (LSAac)

A

v

4

v

'i By examining the means of MM_ listed in table 4, as
f the means of LS5Asc decrease across quartiles, the sum of the
f tirst two MM quartiles 1is higher than quartiles 3 and 4.
‘8

: tfigher self-contidence generates higher MM_. (A similar
't statement can be made about MMe, only to a lesser degree.)
{ Such a low mean score 1n fourth quartile commanders implies
P ¥

. that low self-confidence 1s precipitated by an uncomfortable
2: inclination toward prescribed management roles.

:Q

~l

x

: 147

L)

”

U

»

.‘

C e L T R L Tt N N b RN T e T R N



wpywvewwy gl Land ol G alia il . g SrTErTOrTerTew a2 o - hane etk Mol ol Aok a0 A&

' "1.

) '

e

5

o TABLE 4

)

1)

e Leader ‘s Self-Reported Ferception of

Self-Confidence (LSAec) Ranked in Buartiles by LSAgc

NTA

iy JARIABLE Overall Quartiie | Buartile 2 RQuartile 3 Quartile 4

:;ﬂt LShge ~mmm----35ii 030068 34.22 32.00 29.58 21,33

W L5Ase 38.15 39.56 39.63 37,59 36,11

‘)' L3he 27.80 28.67 28,8 2.9 2.5

iy

:s L 12,83 11.78 13.12 13.12 9.56

s

) M 9.38 9.18 9.57 9.09 9.37

kY

R Stus 39.88 40.37 38.39 38.33 19.69

e Stcone 33.66 35,84 35.54 3582 36.36

s

| jh ShLec 21.37 28.48 26.78 26,50 27.39
1

oy SALc 2%.85 26,71 26,31 24,98 23.56

L) *‘

OO Shige 35.92 36.52 35.98 35.22 36.17

i 5Le 7.28 b.6¢ 7.04 7.5 .42

) o 3.02 3.85 2.94 3.02 3.05

R

. No significant conclusions can be drawn from the
:;f other variables except to note that subordinate supervisors
¥ :.‘:
-:} working for a commander with higher self-confidence are more
) _,'
IS

) intrinsically motivated. SLC and LSAac highly correlate,
)
4 with r = .43.

¢

A commander ‘s self-confidence and a high perception

P LA

o ot that among first quartile subordinate’'s likely enhances
Tg the commander ‘s self-confidence because subordinates spend
.
3: less effort seeking reward and recognition. This
'g orientation servee to reinforce the commander s attitude
}L; that the leadership qualities display are appropriate.
-
2
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Leader ‘s Self-Esteem (LSAge)

In table S, MM_ 1s spurious, especially considering
that LSAge for the top two quartiles is 40 (maximum) 10
each. MM_ varies between the two by 3.19, which is a .58
standard deviation range. This suggests that there 1is no

correlation between MM_. and LSAge. (Such is the case, as r

Quartile 2 records the most autocratic environment,
which, as discussed previously, leads to higher MM_. This
may explain the high MM_ rating. The leadership environment
influences a commander 's positive motivation toward
prescribed roles more than self-esteem.

There is support for the thesis that says MM
correlates greater with MMg in leaders with greater
self-esteem. The values of r across the four quartiles are
-42, —-.43 , ~-.64, and .82, indicating a more positive
correlation with higher esteem.

Commanders in the fourth quartile rate their
sel f-esteem lower than what is actually perceived by the
subordinates. (This is the only quadrant which experiences
that phenamenon.) Alsao, as self-esteem decreases, there 1is
less task ori1entation and greater consideration behavior,

1.e., a more balanced leadership style.
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TABLE S

Leader ‘s Self-Reported Ferception
of Self-Esteem (LSAae) Ranked in Quartiles by LSAme

VARIABLE Gverall  Quartile | Quartile 2 Quartile 3 Quartile 4
L3Agc 38.68 32,44 32.87 28.75 28,67
LShge --------- Fiyyeri8.15 49. 00 40,00 38.00 34.78
L3hc 27.00 28.11 3. 80 25.37 24,67
LL 12.83 11.56 14.75 18.63 11.33
Mg 9.30 .78 8.43 ?.54 9.49
Stis 39.98 48.20 381 39.18 38.75
Stcons 35.66 35,57 34.38 36.46 34.17
SALsc 27.37 28,34 26.12 27.78 27.35
Sl 25.85 26,53 26,18 25.88 25.22
SAlse 35.92 36.28 35,99 36.18 35,63
5LC 7.28 6,98 6.78 7.65 1.77
iy 3.82 3.87 2.81 3.13 3.04

Leader ‘s Competence (LSAc)

The final self-reported perception of the commander
1s competence (table 6), which drops significantly across
quartiles. Subordinates generally perceive that decline in
competence. However, there is much less recognition of that
in the last quartile, where the subordinates perceive the
commander as having more competence than the commander
recognizes. (In fact, in all three LSA variables,
subordinates in gquartile 4 perceive greater strength in that
viable than the commanders personally perceive.) MM_ also
malkes & dramatic drop from the top to the bottom quartile of

6.4% points, 1.17 standard deviations.
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> 1
R
?5 TABLE &
R
’ Leader s Self-Reported Perception
2 ot Competence (LS5Ac) Ranked in Quartiles by LSAc
9
I ':-')
¢, VARIABLE Overall  Buartile |  GQuartile 2 Quartile 3 Quartile 4

AN
R (Shsc 38.68 3267 32.50 29.38 26.22

x> L5hge 38.45 39.89 39.38 37.50 35.99
;fﬁ: LSRe  m--m--iidrre2].00 30,44 28,28 26.12 23.22
)
K7 L 12.83 14,78 11.25 13.88 8.33
1
s - Ao 9.38 8.98 9.68 9.65 8.98
" 5t1s 39.88 48,20 40.89 37.80 38.73
N
*,E}' Steons 35.66 .49 36.60 35.84 35.72
\:.:‘ ShLec 21.37 .17 28.83 27,97 26.68
B ) ()

W, SALc 25.85 27.24 26,07 25.11 25.29
W SAlge 35.92 36.69 36.19 35.39 N
: , SLL 7.28 6.79 7.00 7.68 .33

»

%) aC 3.82 2.9 3.3 2.99 3.82
EH
hz The overall correlation between MM_ and LSAc is .47
X
)
:“ with quartile correlations of .73, -.57, .13, and .86. This
o
e
ﬂ? indicates there is a strong relationship between the two
;{ variables, especially at the extremes.

l.;.
R0
,é” There is a slightly less demacratic environment in
oY
Q@.‘
¥
Zd higher LSAc: organizations. More initiating structure
) behavior than consideration in quartiles one and two

~

KN

}Q suggests that when a leader teels more competent, he or she
"',“\
aﬁ‘ is more willing to orient toward tasks. Subordinates also
O
Ve appear to feel more comfortable in squadrons with more
0N
'wi camr~" . commanders because there is less need for
¥
1)
o extrinsic reinforcement.
1?;0
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::-:: Subordinate’'s Ferception of

’::‘a: Leader ‘s Self-Confidence (SAlLgc)

T

‘- Subordinates perceive less self-confidence in their
: ::f commanders than the commanders self-report. (A1l SAL
W

';: ratings are less than LSA ratings. First of all, it would
K

:'!“.' be expected that an individual ‘s self-assessment would be
:.EEEE: higher than an assessment by others. Also, SAL is a mean
)

. score of at least three, and wusually six or seven
",

_f:.:? subordinates. This tends to reduce the overall mean score.)
E:E’ As SAlec declines, LSAac remains fairly constant.
" There 1s an inverse relationship between the two variables,

,4,'.\:‘ with r = —-,22. In fact, in all SAL variables, as SAL
:f‘i: decreases, LSA decreases much less, 1if at all. Commanders
ro

‘.‘ who are perceived by subordinates with the least
:E:f selft-confidence actually envision themselves with as much
RO

(S.: self—-confidence as quartile 1 commanders.

‘) In organizations where subordinates perceive high
L

*"‘: leader self-confidence, there is much greater internal

f::: subordinate reinforcement. Subordinates who perceive the

: leader as self-confident also characterize the organization

2;-: as significantly more democratic with greater leadership

':i.-t; involvement as evidenced by higher St scores. They also

.i note a much greater emphasis on initiating structure when

\_._::\:E nerceiving the leader as more self-confident.

N

R E: MM, 15 greater with less | SAac.
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Subordinate’'s Ferception of the Leader 's

TABLE 7

Self-Confidence (SAlac) Ranked in Quartiles by SAlLec

I

j?& YRR IRBLE Jveratl Buartile | Buartile 2 Buartile 3 Buartile &

23 -
N L3Asc 38, 08 3,22 38.59 29.87 31.00

- L Shee 38.15 38.22 37.88 31,37 39.08

;gi L3he 27.80 28,89 26,58 26,25 27,11

bﬁ; M 12.83 11.88 11,09 12.87 13.22
)
Y e 9.30 9.70 18.23 8.89 8.56
&

Stie 39.08 41,63 39.71 39.08 36,2

7' - stcons 35,66 38.13 36.85 34,63 33.87
,:}f Shige ~--m---siidrirll.37 38,38 27.91 26,53 24.93
AN
N ShLe 25.85 27,66 25.71 25.25 u.77
o)

' ShLee 35.92 37.78 35,84 3549 34,62

ig SLC 7.20 6.28 1.59 7.53 7.49

2

2%, o 3.82 3.38 2.94 2.98 2.84
4“..

Subordinate’'s Ferception of

20N

-g the Leader s Competence (SAlLg)
o

WS
b

D) The most significant finding in table B8 is a rather
L)

»
ﬂi sharp decline in St across SALc quartiles. This most likely
1

4
f; represents that when a subordinate is less confident 1in @
RN

’ ; leader 's competence, the subordinate perceives less
':- leadership influence from the commander.
A5

N There is also a greater decline in Stys as Shlc
‘379

_?‘ deciines when compared with Stcows. A strong relationship
%4

i: exists between the subordinate s assessment of the leader s
)
Su competence and leadership style. For Strie, r = .58 and for
"sa
N Stcomns, .4Q.
WY

.

-

)

A 153

o

~

.,'h

’\ - u Ca N Tt a e (e Ty e o Ca o Co ™o n, -Q‘.-( e o W, ), o - »
')' .,).-'.f-,,f'\ S' 'r" ."'”"" 40 "'j-‘ X2 ! \")'"" (R 'u'-':". o "5".1!-' .:‘ il a

$,

L GUREARTE

» 0 BT




Ly ’
Doty
R
ﬂ}
)
W Subordinates require more external reinforcement
Al
ﬁ&» whan they perceive less leader competence. But rniote there
F) 1s a significantly higher degree of democracy in quartile
L

L)

n

xﬂ one, but little change across quartiles two, three and four.
o

o There is a correlation between SALes and OC of .3S.

)

Tx)
'

=

5\ TABLE 8

2{ Subordinate’'s Ferception of the Leader’'s

Competence (5AL¢c) Ranked in GQuartiles by SALe

)

Jﬂb VARIABLE Overall  Quartile ]  BQuartile 2 Quartile I Quartile 4

N -,

O L5%ac 30.68 3.t 38.50 31,44 29,58
"N

L5%ge 38.15 39.80 37.88 38.22 37.38

w';‘ L53hc 27,08 27.89 26.88 27,44 25,42
SR
::7:{ L 12.83 12,33 19.12 12,44 13.43

--‘.
g e %.38 9.93 9.9 9.12 7,60
D
| Sthe 15,28 41.85 39,37 38.57 3b.28
A iteons 35.66 37.25 36.18 34,44 34.53
)" o
R, SAlec 27,37 29.27 27.47 26.86 25,65
)

-’ Sale ------ S pir¥ieril5.8S 27.98 26,27 25.08 23.88
1o »
J SAlee 35.92 37.49 36,80 34.96 4,22
¥

' sl 7,28 b.54 7.51 6.82 7.49
2 . 3.0 520 2.9 2.93 2.97
2
hC
<009

L - R :

* Subordinate’'s Ferception of

i)

.y the Leader s Self-Esteem (SAlLae)

.Y
e

o™
yin
- @ ) L.

g In assessing SAlee, table 9, MM_ 1s significantly
ﬁt 1l ower (.42 standard deviations) in quartile one than
;; quartile tour. There 1i1s also a marked difference 1in

i
‘;, leadership style behaviors as SALee declines. Values of r
55
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are .56 and .48 with Stis and Stcome respectively. A higher
perceived democratic organization is reported when leader
selt-esteem is perceived as high (r = .85). Subordinates
who perceive low self-esteem also require more external
reinforcement.

The commanders experience little change in
self-esteem across the quartiles, while subordinates
perceive a drop.

TABLE 2

Subordinate’'s Perception of the Leader ‘s
Self-Esteem (SAlLge) Ranked in Quartiles by SAlLae

YARLABLE Overall duartile I Guartile 7 Quartile 3 Buartile 4
L5hac 38.68 31.89 30.25 29.44 .12
L5fee 38.15 38.78 38.75 36.44 38.75
L5he 7.8 28.11 26,508 26.33 27.00
LU 12,83 11.78 18.37 11.44 14.62
hikg 9.38 8.92 18.31 9.79 8.17
Ste 39.88 4p.48 41.20 38.77 35.82
Steons 35,66 38.16 35,96 34.94 33.38
Shlasc 21.37 28.87 28.33 27.06 25,16
Shlc 25.8% 27,37 26.55 23.31 24.12
Shlge -------3/37:37535.92 38.15 36.47 35.28 33.76
5t 7.28 7.18 6,94 6.83 7.92
oc 3.82 3.2t 3.85 2.93 2.87
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In general, squadrons with high LGSA are higher 1n
productivity. In those same squadrons, SAL is also higher
and the correlation of MM_L and MMas is stronger. As
proposed, such "charismatic—-type" leadership offers greater
influence in job satisfaction and subordinate motivation.

Self-concept and the interpretation by others of
that self-concept affects productivity and motivation.
Those leaders with a positive self-image create a strong
sense of their own competence and personal power.

As Laing, Rogers and Heider theorized, behavior is
determined by interpersonal observations and perceptions of
relationships. More accurate perceptions strengthen the
relationship. In this study, 1t has been shown that when SAL
and LSA more closely align, productivity increases and
subordinate motivation to manage i1s higher.

Newcomb would say that the most important variable
influencing attraction between two persons is the similarity
of their attitudes. Numerous studies would support their
precept. It was posited and proven that the establishment
of relationships based on similar perceptions contributes to
organizational effectiveness.

Ferception of one’'s own level of self-worth is to a
large degree also a function of agreement with reference
groups. If a commander finds that his or her opinions and

actions have been repeatedly verified, the leader develop-
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confidence, for example, in their competence. Many studies
have demonstrated that a model’'s competence exerts a
si1gnificant effect upon imitative behavior.

As posed by trait theorists, the leader 's inner
personality, in this case, self-concept, affects
subordinates which strengthens the leadership interaction.
It also appears that when subordinates similarly perceive
superior’'s LPQ, there is cognitive balance. This balance
precludes avoidance or the direction of energies away from
the primary mission. When the leader ‘s level of motivation
1s consi1stent with the subordinate’'s, tension 1i1s reduced.
In a cognitively balanced situation, similarity of attitudes
suggests closer interpersonal attraction.

Rogers says in his congruency theory that if one
person behaves openly and with positive regard for the other
person, the other person will reciprocate with similar
behaviar. One would expect that i a leader is more open.
perceptions are more accurate, interpersonal attraction 1is
more likely and modeling is facilitated.

In cummarizing the effects of LPR, it is evident
that a cubordinate’'s perception of a leader is as critical
as the leader s self-perception. A great many factors 11n
the leadership process are dependent upon the leader’'s
attitudes toward self and how that attitude affects

subordinate perception.
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It is no surprise that productivity is greater when
the leader has high positive self-regard and subordinates
strongly sense that self-regard. Such affiliation 1links
subordinate to superior and interpersonal attraction

enhances the modeling process.

Subordinate’'s Locus of Cantrol (5LC)

In the work place, it has been postulated that
leaders must provide certain factors which serve as
incentives for work. Theory Y, for example, takes the
position that employees are motivated to achieve intrinsic
as well as extrinsic rewards. In fact, it says intrinsic
rewards are more powerful than extrinsic.

FPath—goal theory also assumes that supervisors have
the authority to influence rewards and punishments and that
rewards are tied to specific behavior paths. Subordinates
will tend to be high producers if they view high
productivity as a path leading to the attainment of one or
more personal qoals. If a subordinate sees certain
behaviors as an immediate source of satisfaction, that is,
the leader provides increasing opportunities for personal

satisfaction as subordinates achieve certain goals, the

subordinate will be motivated.
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Both Argyris and Herzberg agree that environmental

factors provide incentive for work. But it is the intrinsaic
rewards {(motivators, as Herzberg calls them) that implement
an increase in ability, and thus areater
productivity.

The hypothesis i1is that organizations will be more
productive with subordinates who are more intrinsically
motivated. MM_ and MMg will also correlate more closelv.
Subordinate’'s locus of control, as shown in table 18,
distinguishes the ‘'"self-starters" from those who need

external reinforcement for the work they do.

TABLE 1@

Subordinate’'s Locus of Control (SLC)
Ranked in Quartiles by SLC

Jemlmalt dverall guartile | Quartile & Quartile 3 Buartile 4
Liksc 38,68 3@.09 31.08 29.89 .78
_3Hse 38,15 37.58 38,37 37.78 38.89
Lane 27.00 25.87 .37 26. 11 28,96
L 12.83 18.75 13.50 11,67 12.22
K 9.38 9.43 8.98 B8.13 19.72
Stie 39.08 37,67 39.10 38.15 41.24
Steows 35,66 35,3 3b.86 35.88 34,62
SAlec 21.37 26,37 27.98 26.78 28.18
ELH 25,835 24.98 26.41 2510 l0.94
30l ge 15.92 35,18 36.88 35.48 6.
sl e R 9.1s 7.51 5.94 545
L 3.8 2% 3015 3.l 2.9
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In this particular variable, a lower score 1ndicates
greater propensity for intrinsic motivation. Therefore,

quartile four is actually those organizations possessing the

\ﬁ most "self-starters”.

55 Among those most intrinsically motivated (quartile

i~\ 4), there is a higher propensity to accept leadercship roles, .
Y

i.: MMg. Those subordinates who have lower SLC scores
K

mf {intrinsics) perceived more Stiag and 1less Stconus. The .

21‘ amount ot Stye vice Stcomns for intrinsics is much greater
EE than for extrinsics. There 1is little difference in the

:iﬂ perception of organizational characteristics.

r. There i1s a strong correlation in quartile one, i.e.,
N

.fﬁ extrinsics, for r of MM_L with MMg, .47. The second through

:gp fourth gquartiles are —-.14, —-.56, and -.43. The correlation

v;h is greater when subordinates are more extrinsically

}ié motivated, contrary to the original hypothesis.

::: Froductivity is higher when subordinates are more

J . _

#w intrinsically oriented.

nﬂf Whether a person’'s beliefs about the extent to which

\U\

they can control their own actions and environmentel events

W merelv correlates with or whether they cause behavior to
20

o occur 1in certain wayes i1s not easy to establish. In fact, 1in
-’-’: -
e real 1i1fe experience, the underlying motivation of a person
@

4 1s often not known.
N
;;ﬁ Leadership 1s ultimately an attempt to change
o)

f} atti1tude or behavior through interpersonal influence. How
f@. sucresstul the leader is 1n aftfecting such change depends
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upon the perception followers have of the leader action.,
related motivations, and consonance with the subordinate’'s
motivations.

Since attitudes determine how and why people accept
interpersonal 1ntluence, it seems logical that a leader’'s
more positive attitude towards leadership roles would recsult
1in a more positive relationship with subordinates and
greater productivity.

Atti1tudes towards the work environment define that
motivating influence precipitated by the commander. And it
1s the attitude of the subordinates, in this case, not only
the perception of the leader ‘s personal qualities, but also
the subordinate’'=s determination of situational control, that
help the subordinate judge the benefits of adopting similar
attitudes.

Such theory is likened to Bandura’'s social learning.
Behavior 1s partly a function of an individual ‘s expectation
of that behavior leading to reward. I+ an 1i1ndividual can
attribute certain characteristics and certain ohserved
behaviors to past rewards for the model, the 1ndividual s
expectation that like behaviors will lead to eventual reward
will cause the subordinate to imitate the motivation level

of the commarnder.
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Attribution theory offered a similar premise. An
individual perceives based on information from one or more
observations. The 1individual then modifies personal
behavior based on observing the consegquences of that
behavior.

Individuals are not necessarily dependent on direct
experience of the consequences of their behaviors for
learning to take place. Aind in situations as suggested by
Weiss, interpersonal attraction, credibility, status, and
competence of the model influence the probability a+f
modeling behavior.

However , it has been seen that =such imitative
behavior is more likely when the subordinates perceive less

control over their environment.

Motivation to Manage

In previous chapters, there was a great deal of
discussion about various theories of motivation. Far from
an exhaustive study, the purpose was simply to provide a
conceptual framework for drawing certain conclusions about
leaderstip and subordinate motivation. These various
thenries basically were aligned along certain issues: the
origin of Y*he motivation; how does a behavior become
motivated; what are the differences among people that cause
di1tferent levels of motivation: and is all behavior

motivated and purposive?
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)‘ X
!kﬁ This study deviates +rom these more tradit:ional
!‘ i w
%;: theori1es ot reintorcement, need and expectancy. The purpoees
RE, Y
here has been to define a more precise and limited domain
}; concept to ascertain how subordinate motivation is atfected
W:s.'
) by leader mot:vation.
(A F)
bg The decizion toe use Miner s Motivation to Manace
I.':* -
&% concept recsults 10 an xplanation of certain leadershii
o
I.g:‘
AE@ roles that can be defined and measured. These roles csuggest
W0 -
o certain functions of leadership: a strong desire to comps=te
Pl L
N and exerci st oCower ; a tavorable disposition toward
™,
4 autharity and authority figures; a need toc occupy a
h ¥ ¥ P
*l . ]
‘ ietinctive position; a strong sense of responsibilitv: and
b
1J an assertiveness guality. To the extent that a person is
o
:VQ motivated to engage in these behaviors is the extent of MM,
'1_ The trends in table 11 are less pronounced. There
(< A , ;
ok ic only 3 =zlight decrease 1n the leader’'s self-perception,
~
- \I
v LY.

most notably 1n LSAc, where r = .47,

S

The subordinate s perception of the commander, -

N
£\ [
'“; the other hand, shows very slight 1hcreases as MM,
N ,
»“* decreases. There 1s also a slight i1ncrease i1n the ratic of
o ‘ Stis to Stcoms, 1idicating that as there 1s less propens)t.,
J'_‘J‘
W toward the leadership role, there 1s a greater tendency to
.\’l

\j be more task-oriented.

L% With an accelerating decrease 10 MMy | MMg ot
50y
Y

5 1ncreases with greater MMe than MM, 1n the fi1rat ainl o b

r S
Aol o

guadrantc.
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TABLE 11

(MM)

lLeader ‘s Motivation to Manage

Ranked in Guartiles by MM_

VARIABLE Qverall Buartile | guartile 2 Quartile 3 Quartile 4
L3fge 38.68 38.44 3112 31.78 29.25
L53fme 38,15 38.56 38.38 38.89 36,63
LSAc 27.08 28.33 26.88 28,22 24,25
L YR EI»2.83 19.08 13,63 9.78 5.13
s 9.30 8.83 B8.42 18.63 9.13
Stis 39.88 37.57 39.86 48,56 39,52
Steons 35.66 35.23 36.13 34,59 36,75
Shlge 271.37 26.49 28.14 27.59 27.35
SALe 25.85 25,35 26.41 26,40 25.47
SALee 35.92 35,61 36.38 38.85 36.17
5LC 7.28 7.62 7.08 6.49 7.69
il 3.82 2.95 3.13 2.93 3.85
The predominant trend in table 12 is that as there
15 less motivation to manage in subordinates, there is also
a significantly higher need for external reinforcement (r =
~e37) . This verifies that those subordinates with less
propensity toward their role as a leader/manager also
require more attention +from their supervisors. They are

less self-motivated and require additional reinforcement for
the job done.

The leaders of low M™MMe respondents tend to have a

somewhat higher self-esteem and slightly more self-perceived

competence. On the other hand, the subordinates scsee

slightly less self-confidence in their leader.
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TABLE 12

Subordinate's Motivation to Manage (MM,)
Ranked 1n Quartiles by MM,

YARTABLE Ovarail Buartile | Buartile 2 Quartile 2 Buartile &
L3Agc 38,68 8. 29,86 el 38.39
L58ge 38,19 37,36 37.29 39.11 38,48
L3Ac 27.90 26.78 26.29 27,67 274
MM 12,83 12,33 18.43 12.08 13,08
Mg ----m-mm-i3iivra 9,38 .27 9.85 3.8¢ 6.31
Stis I9.98 39.67 38,37 43.5! 37,45
Stcons 3G.6b 36.84 36.87 39,108 35.48
Salec 27,37 27.87 27.41 26.080 20,14
Shtc 25,835 23,83 26.35 25.92 25,32
Shige 35,92 35.98 36.16 36,22 35.35
5L 7,18 6.74 8.63 7,38 8.38
oc J.2 .04 3.1 3.82 2.98

Regression Analysis

In this analysis, Frod has been evaluated as a
dependent wvariabile. The intent is to create a prediction
equation that will assess each of the independent variables
and determine which contribute most significantly to
recruiting production.

Overall and quartile equations were developed using
both forward and stepwise entry multiple regression

analysis.




Forward entry added each variable to the equation
one at a time. At each step, the variable with the smallest
probability—-of-F (test for the goodness of fit aof the
regression equation) was entered if it met the criteria
stipulated.

Stepwise selection placed all variables in the 4
equation and then removed each if the probability—-of-F was
smaller than .1. The equation was then recomputed until no 4
more i1ndependent variables could be removed. Then, the
independent variable that had the smallest probability-of-F
and was not in the equation was entered if the variable
passed certain tolerance tests. Next, all variables were
again examined for removal. The process continued until no
variables in the equation needed to be removed and no
variables not in the equation were eligible for entry.

In both processes, variables had to pass both
tolerance and minimum tolerance criteria to enter and remain
in the equation. Tolerance is the proportion of a
variable’'s variance not accounted for by other independent
variables i1n the equation. The minimum tolerance associated
with a given variable not in the equation is the smallest
tolerance any variable already in the equation would have if
the given variable were included.

A0 A large number of statistical values are generated

hy this procedure. For this research, r and r2_,6 which
\L indicate the variance 1n Frod explained by successive
'3br 1ndependent variables, will suffice.
)
t’:‘g.
wd,
oy
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ey
e} Four of the twelve i1ndependent variables account for
% ',
‘o, )
‘ 48 per cent of the variation in Prod using the forward entry
5? method and 37 per cent using stepwise entry. Results are
o . .
g; depicted in Table 13.
o
)
~'cf:l
v
ﬁ “ Table 13
b
K}
ﬁs Selected Statistics for Multivariate
&i Regression (Dependent Variable = Prod)
K~ Forward Stepwise
1 ]
g. Variable Multiple r =2 Multiple r r=
B
- o - a4 - 1& -a® - 1&
l—aﬂae P -1 - 25 - SO - 25
) M sAL .. .58 «Sa .= .3a
\“ atCONB - &P - S .1 «-37
L)
-
‘&Y
3 »
(]
o 0C, the degree tao which the organization is
204
itﬁ democratic or autocratic, plays the most significant role in
)
4
:* squadron productivity. As described earlier, OC is highly
;3 dependent upon both leadership style and the subordinate’s
¥
} apprairsal ot the leader. (Stcons, r = .74; SAlLec, r = .&1:
¢,
: SALBE, r o= .45: Stxs, ro= .35; and SALc, r = .35). The
.‘
5™ : leader ‘= self-esteem, the subordinate’'s appraisal of the
.‘l
-
NS leader 's self-confidence and the leader ‘s consideration
.t
.o behavior best predict productivity.
?’ Although other variables failed to meet the
-,' criteria, one cannot discount any of them. For example,
3
iq¥ .
%: MM_, MMe, and SLC weigh favorably in both the top and bottom
o Frod quartiles.
-
N
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Table 14

Selected Statistics for Multivariate
by Guartile (Dependent Variable

Variable Multiple r

Quartile 1

ac -2
MML -3
MMB - 70
Bﬁl_se 1.00
oo 1.0

Quartile <9
£= { B o) -7
MMB -rS
MHL - P
LEABC 1.090@

In the highest producing

Regression
Prod)

r2

squadrons,

subordinate’'s appraisal of the leader 's self-confidence

both leader and subordinate

the variation in production. In the

squadrons, the subaordinate’'s locus of

account for 99 per cent of the variation.

The important premise here is

appears to have direct control
The degree to which the leader creates

environment and emphasizes consideration

for tharty per cent of

MM account for 97 per
laowest

control,

that
over a unit’'s
a

behaviors

the variance in Frod.

the

mare

The

cent

the

and

of

producing

MMg and MM

leader
productivity.
democratic
account

leader 's

ce]l f-esteem weighs 1n heavily as well as the degree to which

the leader diczplays self-confidence to

a_luracy 1n DE?’CEDtl on.

168

-

S S R
Aty ‘\’t.i- kW i

LN IR

5 ..\,_r.
ﬁ‘!bt‘n. Y m O

ensure

o

WY

Ry

subordinate

AN NI
N LR
n DCDOULEMN LR N




Lok e
L5 ;ﬁ}.ﬂ-‘.‘ﬂ

e gt

A
-

L

oL w

X Bl
[ & Sus 4

>

L ol i

- AR AAAL Y XN

- SAla A oo La gl ann O Y T o T W P WO W Wi W W W T W WY W ey

CHAPTER VII

CONCLUSIONS

in the rezsearch that has resulted in todsw "=
leadership and motivation theories, few organizations have
rece1lved more attention than the military. Here, leadershin
ability 1s often expressed 1n visual characteristics such as
rank, or hierarchically by command , responsibility,
organization, seniority, and other very tangible, very
visible conseguent conditions.

A fallacy 1in this interpretation 1s that "rank" does
not necessarily correlate with "leadership”. It may define
the organicational acspect of formal position power. But 1t
taxrls, +tor example, to include one of the most instrumental
tactors contributing to leadership effectiveness: the

relationship between the leader and the follawer.

tn

teadership, management, and motivation theorists

Fave spent decades seeking formulas for organizationald

i
i

succe In recent years, more and more emphasis has been

placed on the complex relationships which exi1st between the

leader, the people t-e1ng led, and the resaltiyng
efftects.

"Fopular” theorists of today (such as thore g
cwpazsioned with excellence or gquirdead by the i1ty e -
L a minute) have brought many seemingly complicate

o otneces Lo an unprecedented level of awar eness oy Hio
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N general populace. Each has their own domain of interect

P
g and influence and each puts forth a set of rules and

-

r procedures that portends a tormula for success.

%)

1\ e .

N 1f one specific conclusion can be drawn from the
vast amount ot scientific (as well as the more speculative,

[}

i anecdotal) research avairlable, 1t ‘1s that no specific :

'I
? conclusions can be drawn. l.eadership 15 an elusive,
N
Yy mercurial phenomenon that seems to defy exact rules  of
. .

N pehavior or other parameters which miaght serve Aas  an
a0

N +or leadership and organizational success.

e

?d However, there 1s some general agreement ammngc
e _ 4
< "authorities" which at least offers a base line from which

BV
U .

i~y ~ew leadership research can extend to suggest novel thought
.

L]

N ,

P on the leadership process. That has been the purpocse of

P
a thic study. Drawing from &a synthesis of the research most
.
>
" generally accepted today, this study ofters a limited domain
'l
< theory of leadership and motivation to serve asc a
‘o] springboard for an indil vidual ftormulat:on Ot ore <
- -

' leader stitp philasophy.

K~

]

f! miiittary organi1zation was used to gather trhe  data
N tes fenzar . Yo cunitrrm or disconfirm tthe hyootheses. S by )
» fvoy & el conatant many  var 1 abies that mi1ght Othere: e
| RN ROy ST 27 20 N Sui b a ctud .. tlhece were enumer ated 11y
e
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- relatiaorshis bhetween superior  and subordinate. 1t was
"
H
B assumea tnat these could not be 1gnored. but held s
LN |
e, relatrvely equal 11 all 35 cases.
.. |
~ :
. The rhoice of the specific organization, c quadr onc<
L]
~
' 1 the U.S. Al Force Recrulting Service (USAFRS) . w=xe  made
\
LY N . . .
1) Tur two drstinoct reasons. The ¢irst 1s due to the manv
s
?~ parallels hetween the operation of this military
"
)
organtzation and civiiian aorganizations. The mepst
) appreciavle aligrnment :1e that although USAFRS 15 certainly &
N} E
¥
1]
¥ ‘~ . - . . . . .
~ traditional military a1nstitution, more civilian-oriented
l‘
& _ R .
i practices of performance goal allocation, competitior,
13 1ncenti e and recognition are found here than 1n any other
i
o militsr, Organlzation. There 1s also very stronag concern
a E ~!
" tor qualirtative as well as quantitative measurements 1n
Y
3 azoszzslng vost eftectiveness 1 the achievement of goelcs.
{
; iris mansgewmcnt practice 1s nct unlike the concern businecss
L]
4
y le.d2r s v 'd iavz 10 mabking profit-oriented decisions.,
P
V] in Lt it itary organizations organizatironal ouvtpoot
L
[ .
23 1 o= ditticult 1t rot imposcible term to define. There are«=
o
+ R
u‘ e prearit o «r loss statements to analyre. Less sgspeciti:
r, Crtter 1 nnchr as managemeént  ettect:veness evaluations.
, ,
Opper at 1204l revdiness 1nspections, standardization reparts,
et Gt hier adr e b jective determinants must be coupled with
. the  leader . anal ysr e Of  m 5100 output tou Avoeer,
L]
.‘
> Gt gaitl T ationatl sftectlveness, UbAF Recruirting Service was
L)
L
ned becatse or the arallability of meacureable obrective
:
'
d
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The use of this particular military organization
with a slight civilian orientation and definable outroat
allows the generalization of many of the conclusions ocutside
ot the environs of a purely military situation. Although the
scientific generalizability i limited because of sample
celection procedures, certain ad hoc and intuitive
judgemernts can be made.

Througnout this study, there have been several
underlying questions that this research attempted to answer.

What factors atfect the relationship between leader
and subordinate motivation?

Do individuales respond differentially to the
motivation of the leader?

What corganizational characteristics aftfect subordinate
motivation?

bihat is the comnection between the lezader’'s celf-worth
and subordinate’'s perception?

How does leadership style correlate with subordinate
motivation and productivity?

Wirat tactors affect performance?

Whet vari1ables best predict performance?

I th=sre a causal relationship or simply a correlation
cetween the 1ndependent variables, motivation and
nroductivity?

This study nas shown that there is a relationship
hetweenl certaan personality traits in the leader (L5A) and
the perception of those same traits bv subordinates (S
the leacership styie (Gt) and 1te resulting characteri-ation
Zr toe organiiational process (0C0) g the dearee too which

catherdlinatey noerceive they have the abirlity ton anfiuvenre
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their environment as well as personal outcome (SLEY: and th
motivation toward certain generally accepted leadershio il
management roles (MM .

Al wnderlyine all ot these relationships 15 the

cruc:al quecstion  that any leader must address: what
vartables in the organizational leadership esauation most
affect end-results, 1.e., outcome or productivity? This

recearch has alesc provided some insight for answering that
question.

The conclusions stated here are from the perspect:ive
of the commander, for 1t 1s ultimately the responsibilitvy ot
the leacer to i1nfluence the thoughts and behavior of others

tc accomplish a specific objective. Since this is a study of

un

leadership, 1t 1 roped that some of the results reported
here might ard developing leaders maodify their behaviar, it !

szary, to achieve cptimal subordinate and organir-ational

prer formance.

Uryenizational Characteristics and Leadership Gtvle

the most creditable factar which affects Lheth
motivatlion and productivity 15 the type ot organization 10
which subordinates must operate. Influencing heavily ‘thecs

ordanizaticnal characteristics 1= the amount 4

consideratinn anad 1ni1ti1ation ot structure osehavior 1mposed
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by the ieader, 1.e., how decisions are made, how tasle are
structured, how goals are determined and how relationshins
are ectablished.

There 15 a very definite downward trend 11
praductivity as the organization becomes less democratic.

Worters tend to disassociate themselves from the mission in 4

—

esz democratic organizations because personal growth and
stimulaticn are encouraged less. Even considering that the 1

two lowest sguadrons were actually mare democratic than

r¥r
-

"t
a

autocr-a it was obvious that thevy performed more libe
avtaocratic sqguadrons when compared with higher rated
srQantizations. And it affected both productivity and
mot:vation.

In more democratic organtzations. leaders are less
inciined toward the si1x prescribed roles as a result of both
~ more balanced leadership <ctyle and more participative

iestership phillosophy. Since there 1s less MM in a more

agamacratic organization, there 1s also less overt displav Of

t: e rcle requlrements ard very likely less modeling by the w
cnor dinates of that behavior., However , subordinate
wGrawvatron overall appearce high.

~+ s1milar trend exi1sts when comparing the relative
ainoopit ot anatiating structure tec consideration bebhaviore.
S 1 ¢t Y cases, cammanders e hibited more Stye  than
e ome. Ihere was more emphasis on defining the leader '«

roie and  ctructuring the expectations o+ members tharn a
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regard for che curtaort and well-being of the aroun members.
However . the two betiaviars were more closely paralleled 1N
more productive sguadrons.

Subourdinates 1n less productive sauadrons noted that
leaders displayed one leadership stvle or the other +o2 =
greater evtent. The four squadrons that displaved agresxter
corsideration behaviors were also lower producing saguadrons.,

It wa

Ui

aleon rnoted that +rom sguadron to sguadron, 1n the tog
producing organizations, the range between the differernces
was relatively egual, while there was a sporadic variance 1r¢
tne low producing :=guadtrons.

It can be concliuded, then, that a more democr-ta-
environment generates greater productivity. fieo, a more
balenced leadership styvle 1s necessary. However, a sliab*li
gr eater amuuintt ot «tructure 1nitir1atrorn results 1n gredses
producti vaity. There 12« a higher degree of correlat:cn
between MM arid MMa when LSAcome 1S higher, suggestimag *hot
conerder ation betiaviors are more readily im1tated t

Ssucardinates thar are more tashk oriented leadershitc ed+onr vt -

t =ader o Ferseonal! Qualities

Pl teader s per sonal qualities also Vg
productivat oy, Leader - who hhlave & positive cel e s et
spark 1ncreased ovtput., Additironal ly, when cubordiaet e
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perceive a pasitive self-concept 1n the leader. thev do. )
fact, tend to imitate the leader ‘s motivation to manzge.

The leader 's selft-esteem. that is, the determinant
of the i1ndividual ‘s self-respect and self-worth, contributecs

the most to an environment that results in hiaher

oroductivitv, It is also the most strongly held asset =as
determined by the leader.

Closely linked is self-confidence, the reliance of
trhe leader on passive or nonpassive leadership techniques to
cope with leadercship problems. Aflthough there 1€ greater
variance i1nn this variable, commanders ot higher producinag
squadrons had greater self-confidence.

Finally, personal competence., how well a leader uses
power i directing subordinates, follows closelvy. Tt was
tihis varlable that had the lowest scores ac reported by the
Commander s,

very similar results were reported by subordinates.
#\1*mougn they gave generally lower scores. high produring
guadrons had commanders with higher subordinate-perce:ved
irrecnal qualities.,

e direction above or below the mean of the
perception rather than the strength of the percelved SCores
M- Oroviide some more 1mportant 1ntormation. [+ a commander
ettt reporte high LFQ, bat the cubordinate perceives 1t as
beiuw aver age, Yhen the snftluence 1n the morale and attituade

t hece subordinates 1S less than might be predicted. 1tere

o dgistortion i perception, a disconnect thiat muact he dealt
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vitth 1t the leader/follower relationstip 16 to contribute

and not detract from organrizational performance.

t o

|8

Fewer than one third of the sqguadrons experiencso

such distortion between each of the three leader qualit: oo

However , majority of the significant distortions were i the

bottom two Frod guartiles. Three o+ the bottom + e

reported the most distortion 1n each of the wvariablec. ises

graphs 2, 18, and 1.

It 15 true, then, that the commander s 1nner

percsonality nas an impact on  subordinate performance. Bt

15 1 alsa true that the leader cannot rely solelv on hic

her own Judgment. A leader must ensure that this level

L

(a4

celi-worth 1s accurately communicated through i1nterpersonsl

relationships. Accurate perception ot high self-worth

rez:lte 1 better subordinate pertormarce and enhanced

:mitati e behavior.

Subordinate Locue o+ Contraol

sunordinate locus ot control (GL1 15 the Jdegree LEE
vihhiioch onoandil vidual bias ol ear cut beliefts about the e, besngt
to whilch thes personaltly can contr ol their own actione .
we2ll v oenvirornmental events. That 1, does what the. T
mat ¢« a di1tterence’’ It 15 a meac<ur ement ot their percert e
cf b il o versus luctk o as o well o as to wihat level they v eag v

€ e

pY

1l ~erntorcement +tor the actiors they do.
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I+ the subordinate perceives reward or reinforcement

a

W

not completely contingent uwpon their own behavior
(e;xternal control), i.e., under the control of others or the
result ot fate, there is less learninag and 1 eesss
sel f-perpetuated motivation to perform. Unlike the oriaginal
hvpothesis, there i1s less likelihood of modelinag 1n  those

with i1nternal contrel, not more.

It was shown that in sgquadrons with 1 ower
productivity, subordinates required more extern=1
reinforcement. The assumption 1is that there 1is less

satistaction 1n individual performance wher organizational
perfarmance 1s failing. When organizational performance 1s
fai1ling, less recognition is achieved.

f# leader must be aware of each subordinate’'s locus
of control Although there 1s no significant correlation
between SLC and productivity, SLC plays a major role in the
general attitude of goal accomplishment. When subordinates
perceive that their efforts are not singularly responsible
for the outcome, there 1is a greater potential for the
suhorainate to assume a lesse aggressive attitude toward
¥ 2 S Subordinates with a more external motivation reqguire

more supervision and can actually detract from the leader s

etfarts,

) (OO (] 1
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Motivation to Manage

Finally, motivution to manage, or the predisposition
toward cspecitic leadership roles, evaluates the positive or
negative regard with which the individual accompliches

certain task

n

as & leader or manager.

Lommanders scored considerably higher overall than
subordinates. This might be expected as most commanders are
more seasoned bureaucratic managers and have been somewhat
"molded” to these role prescriptions. The subordinates are
consi1derably yvounger and less xperi1enced. Few have been
Managers or supervisors 1n large organizations. They still
remain dealistic and have not vet formulated their
management and leadership strategies.

The trend was generally (but not consistentlv)
fhigher for MMO and lower for MMg in  lower @roducing
squadrons. Commanders apparently can deviate greater from
erpected management functions when productivity 1= hiak.

The overall MM trends are less than anticipated.
vith thie: caorrelation betweern MM and MMas 1ower thai
nregidted. it 1= an 1mportant side note, however | that
Power MMlg resulted 1n a signiticantly higher esternal 1l oeus
ot cantrol. Subordinates are less 1nclined to assume
“pecitic manayement rolss when they percetive less control

e the oatcome.
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Although neither MML or MMg contributed to the
overall prediction equation of productivity, they each
contribute to the equation at the two extremes of the

productivity quartiles.

Implications for Further Research

In any elaborate research effort, more questians
frequently arise than are answered. Such 1is the case 1in
this research, offering a fruitful area +for additional
study. Just a sampling of questions that have arisen for
which no answers were provided follow. Further examination
of these issues might help even better define the process of
leadership and its i1impact on motivation and organizational
etfectivenecss.

1. 1s there an influential relationship between a
leader s total personality and success? Other than the
threse described here, what are these personalitv factors”™
<. How does distorted perception alter
arganizat:oral effectiveness? Do the reported correlations
dirtter over time? Specifically. as psycholagical and job
maturit, grow, do these perceptioncs change”

. it a i1eader knew there was a disconrect hetween

b, would he or she change”? How might theyv hest
attect a3t change?
4. wWhat 1s the level of self-worth a+ the

s

suboardinatecs

'

How does 1t affect the organization”™

184
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& DREANIZATIONAL CHARACTERISTICS AND LEADERSHIP STYLE
G 1D L St415) 5t (Cons) 00 15-Cons
W | 3.8 42.20 34.29 214 -6.09
2; 2 1,32 42,48 38.80 1.83 -2.00
iy 3 3.73 42.3: 41.00 2.45 -1.33
Y 4 331 37.58 35.33 190 217
t 5 2,59 39.80 29.33 -1.48 -9.67
’ 5 3.87 49,68 36.28 8.17 ~4.48
he 7 .76 39.50 34.00 -8.99 ~5.5¢
b g 2.7 39.00 33.57 9.9 5.4
_g 3 3.48 43.14 38.43 131 471
¥ 1 3.25 49.90 36.50 0.79 -3.50
e i 3.89 39.08 37.58 .24 -1.58
12 3.02 38.14 3.29 0.0 -0.85
" 3 3.08 .74 31.25 -8.97 -3.45
o 14 3.3% 44,48 3.75 1.18 ~6.85
" 15 3.1 39.50 37.50 8.31 -2.98
& 1) 2.89 35.28 33.60 -0.45 ~1.60
Y 17 w74 38.10 35.57 -8.97 ~2.593
1 3.88 42,99 37,08 0.2 3.0
e i 2.9 35.83 35.33 -0.19 2.5
e 28 3.3 38.80 41.80 1.28 3.80
o 2 36 YRY, 34.67 b0 -1.58
15 2 2.5 45.33 28.71 -1.76 -16.62
' 2 212 41.50 37.67 034 -3.83
% 2.87 31,83 36.50 -0.52 4.7
: 25 3.0 48.25 31.58 0.97 -8.75
b 2 T 38.85 39.08 .55 815
b 7 .68 4.7 32.43 117 -2.28
;ﬁ‘ 8 2.57 7.5 33.08 -1.55 -4.50
¢ 29 .38 35.89 36.49 0.97 2.68
3 3,07 3.9 35.15 0.17 -2.42
“ 3 2.58 3.1 32.71 -1.52 -5.08
5 32 .7 36.33 3.7 -0.86 ~3.16
o 33 2.5i 41.83 33.80 -1.76 -3.83
;& 3 3.26 40.8¢ i 2.83 -3.15
P 3 3 42,47 41.33 0.66 -1.3
O NEAN AND STANDwD DEVIATION BY QUARTILES
K2
BN Ist Mean joid 48.45 35.9
R stnd Dev 52 .77 5.82
L
i Ind Mean 3.85 J8.60 36.13
., Stnd Dev 2.4 5.43 4,49
i
B 3rd Mean 2.9 38.42 35.20
» Stnd Dev 2.5: 5.98 b.46
o 4th Mean 2.92 33. 88 35.75
iy, Stnd Dev .53 5.22 5,32
,J!
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LEADER 5 PERSONAL GUALITIES (Sel¢-Reported and Subordinate Perceived)

1D SAL {SC)  L5A (50) AL (C) L5A {Ci SAL(SE)  LSA (SE)
BEEEERE LR R R R R R SRR R R R TR R R R AR S E R R R RN R RV ERC RS S VR RS
! 38,08 28.00 26,20 26.00 31.09 36.00

2 38.33 35.08 .47 28.00 39.17 .98

5 31,67 31.n 28,47 29.00 39.00 39.88

4 29,47 27.09 24.08 22.08 35.33 37.00

3 27.67 35,80 25.33 25.80 34.00 A0.08

& 26,80 30.e0 27,80 28.00 34.60 40.00

7 28,33 2.0 5.8 28.00 34.67 42.9¢

B 23.29 8.0 4.7 24.00 34,43 48.08

9 314 34.00 268.67 28,08 36.57 48.00

18 29.33 35.00 26.58 27.00 38.08 4g.00

1t 28,67 28.00 26.50 26.00 36.50 9.0

12 21.29 26.00 26,57 25.00 36.43 MR

13 25.57 33.08 23,14 24,90 3671 36.00

14 29.60 32.08 3100 31.88 39.68 40.08

15 29.83 20.0 25,147 29.00 35.80 35.00

16 25.00 31.08 23,48 26,00 34.48 40.08

17 25,08 33.0 26.29 31,00 3.9 40.00

18 28.08 31.98 23,75 27.09 5.8 34.00

19 28,33 256,00 24,83 24,08 35,33 34.00

20 26.40 J8.08 25,68 23.00 31,00 36.00

21 271.67 20.08 25.50 24,00 36,60 38.00

22 2b.14 34.00 27,50 Jo.00 36.88 48.08

23 27.83 35.08 25,53 28.98 36.3% 40.08

24 24,58 32.89 23.67 7.0 34.00 49.80

25 26,75 28.00 23.75 27.00 34,75 36.08

26 28.29 29.98 25,14 25.0 56,43 39.00

27 4,00 33.00 3.4 26,00 32.86 38.08

28 26,23 33.08 28,75 3e. 60 11,25 40,088

29 26,28 3814 23.88 21.83 3.28 31.43

3 26,29 30.08 yLI N 24.00 34.80 35.08

3 5.1 33.00 26,7} 31.20 360,29 .00

32 2.83 29.00 24,68 31.08 33.00 40.00

33 27.17 28.82 26,80 24,00 36.00 33.08

34 38.29 34.80 28,97 32.08 5.0 49.00

35 8. 17 24.88 117 20.% 38.17 34.20

GUARTILE MEANS AND STARDARD DEVIATIGNS

ist Mean 8,39 i 26.37 26.89 36,22 3%.41
Stnd Dev 4,83 3.8 3.53 2.42 3.73 1,54
2nd Mean .57 8.7 26.87 27.78 30,28 38.00
Stnd Dev 3.78 2.5 5.09 .45 296 48
Ird Mear 26, 38.56 25, 1 26.00 36.42 37.8%
Sted Dev 4.3 3.08 .08 2.4 4,42 2,15
4th Mean 26,94 38.14 25.89 27.43 33.85 37.43
3tnd Dev 4,79 3.83 1.26 4,49 4.8 RIS
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